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Abstract
It is extremely expensive for an organization to question the effectiveness of its customer
relationship management (CRM) systems. The purpose of this study was to gain understanding
of how leadership sponsorship impacts the effectiveness of CRM implementation, deployment,
and daily use in the United States. A mixed-methods research study was conducted using an
electronic survey questionnaire to gather quantitative data and phone interviews to gather
qualitative data. The sample included individuals who were familiar with CRM and worked in
organizations in the United States that had implemented a CRM system no less than 2 years and
no more than 5 years prior to this study. The quantitative findings indicated value in leaders
maintaining a focus on the needs of the customer, encouraging flexibility for employees as they
work through their processes, and keeping current with the culture of technological advances.
The qualitative findings revealed the relationship between leadership sponsorship and effective
usage of CRM is greatly benefited when key leadership positions act at the right times, when
organizations involve the user in the CRM processes, and when leaders find a way to incorporate
CRM into the daily workflow. The findings suggested that the relationship between leadership
sponsorship and CRM effectiveness was stronger when specific leadership positions were
engaged in the appropriate things at the right times.
Keywords: customer relationship management systems, CRM implementation, leadership
focus, organizational effectiveness, organizational performance, leadership sponsorship

iv
Table of Contents
Acknowledgments................................................................................................................ i
Abstract .............................................................................................................................. iii
List of Tables ..................................................................................................................... vi
Chapter 1: Introduction ........................................................................................................1
Problem Statement .........................................................................................................2
Purpose Statement..........................................................................................................2
Research Questions ........................................................................................................3
Definition of Key Terms ................................................................................................3
Limitations and Delimitations........................................................................................4
Dissertation Overview ...................................................................................................5
Chapter 2: Literature Review ...............................................................................................6
CRM Definition .............................................................................................................7
The Evolution of CRM Systems ....................................................................................8
CRM Challenges ............................................................................................................8
Acknowledging the CRM Investment ...........................................................................9
Organizational Benefits of CRMs ................................................................................10
CRM Readiness ...........................................................................................................10
CRM Risk ....................................................................................................................11
Connecting Innovation With CRM in Today’s Business Climate ...............................11
Organizational Performance and Effectiveness ...........................................................13
Leadership Sponsorship ...............................................................................................14
Conclusion ...................................................................................................................15
Chapter 3: Research Method and Design...........................................................................17
Research Questions ......................................................................................................17
Hypotheses ...................................................................................................................18
Methodological Approach and Rationale ....................................................................18
Population ....................................................................................................................19
Sample .........................................................................................................................20
Operational Definitions of Variables ...........................................................................20
Survey Instrument ........................................................................................................21
Interviews.....................................................................................................................22
Validity and Reliability ................................................................................................23
Researcher’s Role ........................................................................................................25
Interview Questions .....................................................................................................26
Quantitative Data Collection........................................................................................26
Qualitative Data Collection..........................................................................................27
Data Analysis ...............................................................................................................28

v
Assumptions.................................................................................................................29
Summary ......................................................................................................................29
Chapter 4: Results ..............................................................................................................31
Quantitative Data Collection Procedures .....................................................................31
Quantitative Results .....................................................................................................32
Sampling Results .........................................................................................................33
Organizational Performance Results............................................................................36
Organizational Process and Structure Results .............................................................37
Customer Service Results ............................................................................................38
Leadership Results .......................................................................................................39
Organizational Culture Results ....................................................................................39
Tests of Hypotheses .....................................................................................................40
Qualitative Data Collection Procedures .......................................................................46
Qualitative Findings .....................................................................................................48
Leadership Positions With CRM Adoption, Implementation, and Usage ...................49
Overarching Themes ....................................................................................................49
Summary ......................................................................................................................54
Chapter 5: Discussion, Conclusions, and Recommendations ............................................55
Evaluation of Findings .................................................................................................56
Implications for Practice ..............................................................................................60
Implications for Research ............................................................................................61
Perspective on Research Study ....................................................................................62
Recommendations for Future Practice .........................................................................64
Recommendations for Further Research ......................................................................67
Conclusion ...................................................................................................................68
References ..........................................................................................................................70
Appendix A: Survey ..........................................................................................................78
Appendix B: Consent Form .............................................................................................103
Appendix C: Background Information on Interviewee ...................................................106
Appendix D: Coding Matrix ............................................................................................107
Appendix E: IRB Approval .............................................................................................109

vi
List of Tables
Table 1. Reliability Statistics ..................................................................................................... 24
Table 2. Length of CRM Adoption ............................................................................................ 33
Table 3. Function of Work ......................................................................................................... 34
Table 4. Size of Organization..................................................................................................... 35
Table 5. Length of Employment ................................................................................................ 35
Table 6. Frequency of CRM Use ............................................................................................... 36
Table 7. Organizational Performance Results ............................................................................ 37
Table 8. Organizations’ Work Processes ................................................................................... 37
Table 9. Customer Needs—Descriptive Statistics ..................................................................... 38
Table 10. Organizational Strategy................................................................................................ 41
Table 11. Value Proposition ......................................................................................................... 42
Table 12. Innovation .................................................................................................................... 42
Table 13. Summation Score Results ............................................................................................ 43
Table 14. Correlations With Organizational Performance ........................................................... 44
Table 15. Correlations With Organizational Processes................................................................ 45
Table 16. Correlations With Customer Service ........................................................................... 46

1
Chapter 1: Introduction
Customer relationship management (CRM) systems have been growing over the last 30
years as organizations strive to find ways to enhance customer relationships and create
competitive differentiations (Ali, Melewar, & Dennis, 2013). A CRM system can be described
as both a management tool and an approach to business (Llamas-Alonso, Jiménez-Zarco,
Martinez-Ruiz, & Dawson, 2009). CRM systems fall into three categories: operational,
analytical, or collaborative (Soltani & Navimipour, 2016), and they are consistently being
improved and helping organizations gain customer knowledge, improve internal and external
socialization, and support processes to provide learning opportunities (Khodakarami & Chan,
2014). B. Rogers, Stone, and Foss (2008) highlighted that successful CRM systems have proven
to advance sales productivity, reduce costs, improve customer satisfaction, and have some
connection to positive return on investment.
Although challenges with CRM have been investigated surrounding implementation
(Ahearne, Rapp, Mariadoss, & Ganesan, 2012), poor planning (Foss, Stone, & Ekinci, 2008),
organizational culture (Iriana, Buttle, & Ang, 2013), and technological issues (Khlif & Jallouli,
2014), there are limited recent research efforts in the United States to explore the underlying
causes of CRM ineffectiveness. Tangaza, Muhammed, and Bala (2015) reported one of the
challenges in experiencing success with CRM systems starts with flawed implementation efforts.
Large organizational systems deployment success has been shown to depend on technological
and organizational factors (Khodakarami & Chan, 2011), and inconsistencies in strategies and
goals between marketing and technology groups is often a source of the problem (Roh, Ahn, &
Han, 2005).
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Problem Statement
The increasing use of CRM systems with the noted lack of effectiveness (Meadows &
Dibb, 2012) in many deployments suggests this is an area worthy of deeper analysis given the
costs and related risks for organizations. The business problem is the high number of
organizations that report disappointment in their CRM investment. Vision and strategy are
components of CRM that are vital to success (Peelen, Van Montfort, Beltman, & Klerkx, 2009).
Soltani and Navimipour (2016) outlined a systematic overview of the existing system techniques
in the field of CRM and suggested further research into the impact of top management support.
Acquiring a manager’s support in the use of CRM is not unique; however, gaining full
management team’s support is less dependable (Jeong-Eun & Morgan, 2017). Gaining more
understanding of the potential intersections between leadership and effective CRM
implementation and deployment could help businesses understand what factors are necessary to
achieve CRM success.
Purpose Statement
The purpose of this study was to gain understanding of how leadership sponsorship may
impact the effectiveness of CRM implementation, deployment, and daily use in the United
States. A mixed-methods approach was used to target organizations in the United States that had
implemented a CRM system no less than 2 years and no more than 5 years prior to this study.
The rationale for this was to ensure recent deployment of the CRM was reviewed, and fewer
studies have been found in the United States than have been documented internationally.
Qualitative data were gathered from interviews targeting 10 experts, and quantitative data were
gathered from surveys administered to more than 100 individuals.

3
Research Questions
Q1. What is the relationship between leadership sponsorship and the effectiveness of
CRMs?
Q2. How do leaders encourage the value and use of CRM in their organizational culture?
Definition of Key Terms
Customer relationship management (CRM). Rababah, Mohd, and Ibrahim (2011)
lobbied that the all-encompassing definition of CRM should include links between philosophy,
strategy, and technology. They proposed the definition be
the building of a customer-oriented culture by which a strategy is created for acquiring,
enhancing the profitability of, and retaining customers, that is enabled by an information
technology (IT) application; for achieving mutual benefits for both the organization and
the customers. (Rababah et al., 2011, p. 223)
The broad definition of CRM is more than just a system and includes frameworks that
encompass aspects of organizational culture, communication, customer service, and customer
satisfaction (Santos & Isaias, 2016).
CRM implementation. CRM implementation is the actions associated with
incorporating the tools and processes into the fabric of the organizational culture through the
development of CRM organizational learning, business process, customer-centric orientation,
and task-technology fit into a business setting (Raman, Wittmann, & Rauseo, 2006).
Customer loyalty. Customer loyalty is a customer’s behavioral and attitudinal activities
that portray a commitment to the company through relationship with a brand, which is not
affected under normal circumstances (Stanisavljević, 2017).
Leadership competencies. Battilana, Gilmartin, Sengul, Pache, and Alexander (2010)
identified leadership competencies as a manager’s or a leader’s effectiveness at person- and task-
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oriented behaviors, along with the likelihood the leader will incorporate organizational change.
For the purpose of this study, leadership competencies included the combination of aptitudes,
skills, experience, and behaviors that contribute to success in performance in a business setting.
Leadership sponsorship. The influence of the leadership position is a critical component
of the success of organizational culture (Schein, 2010). The term “leadership sponsorship” is
used to incorporate a combination of variables that work in conjunction with performance
efforts, including management tactics, leadership competencies, implementation influences, and
organizational cultural dynamics.
Organizational culture. Schein (2010) defined organizational culture as the pattern of
basic assumptions that a group invents, discovers, or develops while learning to cope with
internal or external problems.
Organizational effectiveness. Although effectiveness has been defined in various broad
terms, the basic definition of organizational effectiveness is often connected to the
accomplishment of goals, system resources, and processes (G. Ashraf & Kadir, 2012).
Organizational performance. Organizational performance is a measure of the status of
an organization assessed by analyzing the outcomes and executions of employees that result
from management directives and decisions (Musibau, Cho, Ekanem, & Ojochide. 2016).
Limitations and Delimitations
Limitations are the constraints outside the researcher’s control, whereas delimitations are
put into place to narrow the focus on a specific problem (Terrell, 2016). A heavier focus of
CRM study has been developed in countries such as Taiwan, Malaysia, and China. Overall, the
study did not include internationally centered companies; rather, the target market was
organizations centered in the United States. The value of leadership in the decision to adopt and
implement CRM solutions has been actively researched (Mahmood & Chianda, 2013). The
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study focus was not on one sole component of the CRM process but rather on every piece, from
the decision of investment through current-day usage. I also focused on companies with a recent
history (2 to 5 years) of CRM adoption, implementation, and usage. Using a mixed-methods
approach, I targeted CRM experts who had familiarity with and frequently used a CRM system.
Dissertation Overview
Chapter 1 provided an overview and background for the study and emphasized
inconsistent success results from trends in adopting CRM solutions in the marketplace. Iriana et
al. (2013) reported that in 2012 businesses lost over $10 billion in CRM investment, with failure
rates well over 70%. Simmons (2015) conveyed that analysts expect companies worldwide to
crest over $22 billion in investment in CRM systems by 2017, while heavy failure rates continue
to persist. Realizing these issues, an outline was developed that included a detailed purpose of
the study along with specific research questions, definitions of key terms, and limitations and
delimitations of the study. The context of this chapter described potential benefits in acquiring
more understanding of the overlapping segments associated with organizational culture and
leadership competencies in businesses that have recently implemented and deployed CRM
systems. Schein (2010) posited that leaders play a critical role in organizational culture as they
work to bring down the anxieties of a group. A mixed-methods approach was used to investigate
how leadership sponsorship may be involved in the effectiveness of CRM systems in the United
States.
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Chapter 2: Literature Review
The purpose of this study was to gain an understanding of how leadership sponsorship
may impact the effectiveness of CRM implementation, deployment, and daily use in the United
States. Traditional CRM systems are commercial strategies that utilize technologies to connect
directly or indirectly with customers, with the goal of managing their interfaces, dealings, and
relations (Rad, Ghorabi, Rafiee, & Rad, 2015). Descriptions of CRM have included
conceptualized processes that contain technology, strategic oversight, communication, and
efforts to target opportunities for growth (Constantinescu, 2016). Ahearne et al. (2012) posited
that CRM is more than a simple technology application to improve sales, services, and
marketing. A CRM system is an integration of technological process management strategies that
capitalizes on relationships for the good of the entire organization. Research has shown steady
growth in companies that see the value in investment in customer relationship strategies over the
last few decades (Saldanha, Mithas, & Krishnan, 2017). However, large numbers of CRM
adopters have reported their implementation and overall adoption to be less than successful
(Thakur, Summey, & Balasubramanian, 2006). Braganza, Stebbings, and Ngosi (2013)
emphasized the value in continuing to research CRM systems due to the significant investment
and frequency of reports of redundancy by the time of launch.
Ahearne et al. (2012) acknowledged the fact that though the discussion of the importance
of leadership involvement—from a top-down approach—has been popular in the press for at
least a decade, the press is largely inattentive to the viewpoint of contemporary CRM research.
A review of the literature on barriers to and enablers of effective CRM implementation led
toward answers on how leadership sponsorship is intertwined. The path of the literature review
offered a broad description of CRM and allowed some overview of the current evolution of
CRM in business. It also provided some of the organizational benefits in utilizing a CRM,
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offered some of the risks surrounding CRM investment, connected the impact of innovation and
leadership in today’s business climate, and more precisely, allowed for intersections where
CRM, performance, and leadership sponsorship were intertwined with business effectiveness.
CRM Definition
CRM is a complex field of study that incorporates technology, analysis, and e-commerce
capabilities into the management of customer relationships (Wali & Wright, 2016). CRM
systems can provide operational, analytical or collaborative applications for the organization that
successfully adopts them (Shihab, Sukrisna, & Hidayanto, 2015). The three pillars that make up
the basic foundation of CRM are the organization, technology, and personnel (Raab, 2008).
Tuleu (2015) included the goal of maximizing the value of a relationship portfolio through an
evolving progression of initiation, maintenance, and termination in the core meaning of CRM.
The traditional social model of CRM has outcomes associated with customer retention,
involvement, engagement, management, information, and infrastructure (Nitcu, Tileaga, &
Ionescu, 2014). Payne and Frow (2005) united technology solutions and relationship marketing
into the definition, with the goal of creating profitable long-term relationships with customers
and stakeholders. Overall, CRM demands an integration of processes, people, operations, and
marketing capabilities in order to manage customer relationships by coordinating efforts
surrounding IT (Becker, Greve, & Albers, 2010). A CRM system is a strategic approach to the
management of customer relationships for the creation and improvement of shareholder value
(Payne, 2006). There is agreement in the literature that CRM is complex, but there is a common
theme that systems and customer focus are at the core. The fusion of CRM is found in the focus
of the customer within organizational culture, communication, service, and satisfaction (Santos
& Isaias, 2016).
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The Evolution of CRM Systems
The evolution of CRM systems has been led by business, IT, and marketing needs at
different points in the history of the effort (Rad et al., 2015). The business sector developed the
CRM concept in the 1990s as a more effective way to manage customer relationships (Soltani &
Navimipour, 2016). A foundation of the development of CRM was grounded in relationship
marketing theory, which focused on the idea that the development of relationships with
customers is the best way to gain loyalty and retain more business (Nyadzayo & Khajehzadeh,
2016).
Innovative modifications and broader adoption of CRM continue to expand both globally
and technologically (Kumar, Sunder, & Ramaseshan, 2011). Branches of CRM, such as
electronic CRM (Jamali, Mehrabadi, & Pouri, 2017; Lam, Cheung, & Mei Mei, 2013), social
CRM (Shokohyar, Tavallaee, & Karamatnia, 2016), and mobile CRM (Negahban, Kim, &
Changsu, 2016), are examples of these innovations, and they increasingly are receiving research
attraction (Charoensukmongkol & Sasatanun, 2017). Different forms of social media are
branching out to be new designs of CRM in today’s modern era (Nitcu et al., 2014). Although
the documented use of CRM has occurred most often in developed countries, technology
advancements and ever-changing business climates have resulted in increased adoption of CRM
on a global scale (Kumar et al., 2011). The progression of CRM continues, and the difficulties
associated with CRM investments have been well recorded.
CRM Challenges
Struggles are frequently experienced after the launch of CRM systems due to reports that
they can become inflexible and unresponsive to ever-changing work environments (Braganza et
al., 2013). Research has shown that many companies are dissatisfied with the CRM solutions
and have little understanding of the potential impact of the tools in which they have placed their
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investment (Seung Hyun & Mukhopadhyay, 2011). Krasnikov, Jayachandran, and Kumar
(2009) cited as a frequent cause for CRM implementation failure a lack of goal clarity and
overall commitment to the investment. Ahearne et al. (2012) contended that the role of
salespeople and the influence of CRM-related outcomes have not received enough research
attention and have been a portion of the reason many companies do not see a good return on
CRM investments. This idea of a bottom-up approach is not one frequently cited in the research
associated with CRM implementation, thus constituting another potential challenge in finding
full CRM success. Additional cited roadblocks include the fit with CRM strategy and
organizational strategy, intraorganizational and interorganizational cooperation and coordination,
and general acceptance of daily users and management (Bohling et al., 2006). The numerous
challenges associated with CRM system implementation and use are all at least indirectly
connected with leadership sponsorship and create a strong connection with the research
questions.
Acknowledging the CRM Investment
The increasing improvements in technology allow today’s consumer improved ability to
get accurate competitive pricing advantage with comparative product specifications (Lostakova,
2009). CRM technologies are used to track and measure customers’ actions to remain relevant to
their needs (Krishnan, Groza, Peterson, & Fredericks, 2014). Seung Hyun and Mukhopadhyay
(2011) reported companies typically spend an average of $5,000 per user in a CRM solution.
Still, companies benefit by investing in methods whereby they can constantly review the details
associated with their customer profile and quickly distinguish between what customers think they
want and what they may really need (Constantinescu, 2016). CRM solutions have been proven
to measure customer desires effectively; however, organizations are still challenged to measure
overall CRM performance consistently (Isfahani, Haddad, Roghanian, & Rezayi, 2014). The
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reality is, as with most investments, though companies are increasingly spending great amounts
on CRM solutions, the data have not always been consistent in showing businesses benefits
through customer management improvements (Starkey & Woodcock, 2002). The investment of
CRM leads to the risks and benefits.
Organizational Benefits of CRMs
Simon, Van Den Driest, and Wilms (2016) suggested organizations that deliver a superior
experience have a true customer obsession, maximize insights and analytics through an engine
that fits the company culture, and are more likely to profit from the benefits of a customercentric business model. Customer knowledge is acquired by organizations through effective
CRM systems (Khodakarami & Chan, 2014). Customer trust is earned by businesses that display
ethical marketing practices, and when this trust is earned, it leads to higher customer satisfaction,
loyalty, and competitive advantage (Madhani, 2016). Ja-Shen, Yen, Li, and Ching (2009)
advised that in an ideal environment to find CRM successes, organizational climate holds a
combination of effective relationship marketing, customer-focused IT, and customer-focused
organizational climate. The CRM system helps organizations maximize customer loyalty by
carefully analyzing the touch points of individual customers through a process that sharpens
customer communication and personal interaction (Suma Bala & Suma Bala, 2014).
CRM Readiness
Shokohyar et al. (2016) provided research that breaks down organizational readiness for
CRM solutions through a review of organizational, technological, human, and environmental
variables. Krishnan et al. (2014) posited that the efficient use of CRM is a moving target
dependent upon the different phases in a customer’s life cycle. Toma (2016) proposed that a
CRM system not only helps retain customer satisfaction and competitive advantage but also can
be a catalyst to improve overall company performance. Businesses that truly understand the
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needs of the customer and apply these findings through the delivery of high-end service acquire
an advantage over their competition (Venugopal & Priya, 2015). At a minimum, the application
of a CRM system addresses three essential business activities: sales, marketing, and services
(Toma, 2016). However, leadership sponsorship and CRM feedback are variables that have not
been heavily reviewed or studied in this effort.
CRM Risk
Many studies have shown CRM to be unsuccessful, at least in part, as a result of the
organization’s lack of consideration of the selling context where the CRM is implemented
(Ahearne et al., 2012). In fact, the implementation of CRM entails high organizational risk
(Krasnikov et al., 2009). Raman et al. (2006) reported implementation failures are often tied to a
lack of strategic planning or a breakdown in integrating the technology effectively with day-today sales processes. Successful implementation and CRM sustainability are much more likely to
be achieved when top management communicates the value in the strategic direction and steers
naysayers away from thinking the CRM will only be a fad (Becker et al., 2010). When
organizations have higher technical competence and increased levels of management
commitment, they typically report greater benefits in CRM investment (Khlif & Jallouli, 2014).
Foss et al. (2008) reported consistently high failure rates of CRM implementation in businesses.
Although the risks are high, companies that are willing to take chances toward innovating change
are likely to be the ones to differentiate themselves from the competition (E. Rogers, 2003).
Connecting Innovation With CRM in Today’s Business Climate
Sustainability and growth require businesses to use innovation to gain competitive
advantage (Ilsever & Ilsever, 2016). To stay competitive in today’s cutthroat marketplace, it is
advantageous for organizations to focus on increasing customer service and satisfaction
(Peerayuth & Pakamon, 2017). E. Rogers (2003) noted the exchange of technical information in
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the face of uncertainty is what drives the innovation development process. Saldanha et al. (2017)
posited that in recent years, the traditional model for making business decisions and
organizational changes has shifted from a focus of internal factors, such as organizational
resources, to a focus on external factors, such as customer behavior. E. Rogers defined
innovativeness as the degree to which a unit is able to adopt a new idea relatively earlier than
other members of a system. Information technology (IT) capabilities are an invaluable
component to the relationship between innovative organizations and their customers (Saldanha et
al., 2017).
Sahin (2006) confirmed that when an innovation is compatible with the needs of an
organization, then the rate of adoption is likely to increase, and the level of uncertainty will
decrease. Organizational change is constant, and to achieve effective performance, multiple
leaders should strive toward leadership flexibility and adaptation in a cooperative and cohesive
effort if they hope to achieve effective performance (Yukl, 2008). Organizations that wish to
maintain or develop a customer focus should be motivated to research the needs of the customer
and their expectations toward innovative and creative improvements (Kitapci & Comez, 2016).
Other examples of innovation changes include how business decisions are being construed from
the ever-changing world related to the social construction of technology (Rad et al., 2015).
Battor and Battor (2010) broadcasted a direct relationship between innovation, CRM, and
organizational performance. Innovation is more likely to flourish when leaders encourage
knowledge sharing within teams and highlight shared values along with communal goals (Jiang,
Gu, & Wang, 2015). Effectiveness in organizations is influenced by employee attitudes and
dynamics surrounding organizational culture (Gregory, Harris, Armenakis, & Shook, 2009).
Transactional and laissez-faire leaders are less likely to help organizations travel down an
innovative road toward positive change (Ilsever & Ilsever, 2016). F. Ashraf and Khan (2013)
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emphasized innovation as a key variable for organizations that sought effectiveness and
performance.
Organizational Performance and Effectiveness
Industry differences, specific measures, and length of time are only some of the
challenges that researchers and analysts struggle with when seeking to discern why some
organizations perform better than others (Jamrog, Vickers, Overholt, & Morrison, 2008).
Showing the performance of CRM systems is also complicated and challenging, and the mere
investment and implementation of a system will not ensure improved organizational performance
(H. Kim & Kim, 2009). Due to the intricate nature of the overlap of CRM constructs, it is
important to instill numerous measurements to appraise its performance (Keramati & Shapouri,
2016). Becker et al. (2010) contended that the summary of CRM performance is either tied to
technology and organizational implementations and management and employee support, or it is
tied to a combination of both. Keramati and Shapouri (2016) proposed, “Organizational capital,
human capital, customer retention process, customer perceived value, and customer expansion
process” as the primary variables to influence CRM performance (p. 236). The literature
promotes the measurement of organizational performance to include key performance indicators
such as revenue growth, market share, profitability, and customer satisfaction (Jamrog et al.,
2008).
Performance is frequently associated with organizational effectiveness and is a critical
variable when analyzing organizations on the whole (Cho, 2007). Performance and effectiveness
are not equivalent; however, the measures of performance should be viewed as a significant
criterion to impact effectiveness in the business setting (G. Ashraf & Kadir, 2012).
Organizational effectiveness is a challenging metric to measure and is most often assessed in
aggregate analyses of multiple outcomes (Cho, 2007). The measure of the effectiveness of an
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organization is reliant upon the ability of the organization to perform (F. Ashraf & Khan, 2013).
Cho (2007) described the measurement of effectiveness as multidimensional, requiring numerous
variables of significance to communicate the outcomes. Operational effectiveness is strongly
hindered when organizations fail to identify key performance indicators (Kuhfahl, Sehlke, Sones,
& Howard, 2018). Organizational culture traits, such as consistency in systems and procedures,
having clarity of purpose and direction, and sharing a sense of responsibility, are all strongly
linked to organizational effectiveness (Casida, 2008). Organizational effectiveness and process
improvements are driven by performance indicators, which provide operational, strategic, and
tactical insights managers and leaders utilize in decision making (Kuhfahl et al., 2018). A CRM
system’s effectiveness should be measured through a framework that is centered on performance
measurement because such metrics remove ambiguity and disagreement, provide clarity for
intended accomplishment, allow continued evaluation of goal progress, and speed the pace and
probability of goal achievement (J. Kim, Suh, & Hwang, 2003). Comparing effectiveness and
leadership sponsorship through the analysis of defined performance indicators could be an eyeopening outcome for businesses that desire competitive advantage.
Leadership Sponsorship
Effectiveness is dependent upon performance variables, which are highly influenced from
the decisions and actions of the organization’s leaders (Yukl, 2008). Senn, Thoma, and Yip
(2013) pinpointed leadership as a key ingredient for customer-centric enterprise. Organizational
leaders possess the power to impact the development of the organizational culture through their
influence upon organizational design and human resource functions, such as staffing and the
controlling of performance (Harrison & Shirom, 1999). The leader is able to take on different
roles, depending on the need, and to fluctuate inside and outside of team. Gazi and Alam (2014)
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found that great contribution to the growth of an organization is all but certain to follow when
leaders create, support, and promote innovation in their employees.
The business world has become increasingly competitive, demanding higher levels of
organizational change, and effective leadership helps organizations combat the challenges that
come with constant change (Pauliené, 2017). Positive outcomes are promoted when leaders are
able to incorporate the right behaviors into a working organization (Watkins, 2014). Battor and
Battor (2010) supported the perspective that companies with leaders who develop close
relationships with their customers have a stronger ability to innovate and encounter goal success.
Mitra (2013) found that leadership efforts are directly connected with positive organizational
transformation, and that communication practices, processes, and concepts are key aspects to
leadership effectiveness. Leadership principles and CRM efforts are connected with such
practices.
The functions of sales, marketing, service, and support all make up the root of what CRM
is about (Nitcu et al., 2014). Leaders have a huge impact on the effectiveness and knowledge
management of innovative changes in their organizations (Hai Nam & Mohamed, 2011).
Critical thinking skills are needed for leaders to make decisions on complex issues in the best
interest of an organization (Wilder, 2016). Leadership behaviors impact productivity, job
satisfaction, employee outcomes, and overall company performance (Gazi & Alam, 2014).
Conclusion
This literature review contained a background and introduction to CRM and the potential
overlaps of the comment of leadership sponsorship. CRM is one of the fastest-growing practices
in corporate environments today due to the potential ability of a CRM to increase profitability by
providing companies with information that engages the right customers at the right times (Raman
et al., 2006). Studies showed retention of customers and overall organization profits are
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entangled with the adoption of CRM systems (Nitcu et al., 2014). Many organizations find
implementation and effective use of CRM a challenge when balancing the benefit of the
investment (Krasnikov et al., 2009). Two key components to the success of a modern
organization are knowing the customer and knowing what the organization represents (Raab,
2008). Organizational learning is a positive influence on effectiveness and performance in
organizational culture (Meutia, 2017). Effectiveness is assessed through realization of the
benefits, successes, and achievements of the specified enterprise goals (Petro & Gardiner, 2015).
CRM solutions are an innovative tool staged to help organizations become more competitive,
and basic customer needs should guide the strategic direction and implementation procedures of
any company’s CRM investments (Smith, 2011). Overall, the literature review described some
of the research on CRMs, offering a broad CRM description; the evolution of CRM; some of the
challenges, risks, and benefits for organizations to capitalize on; and an overview of how
performance and leadership sponsorship impact business effectiveness. The next step was to
acquire fresh data from CRM users and subject matter experts through mixed-methods research.
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Chapter 3: Research Method and Design
Mixed-methods studies are an integration of quantitative and qualitative approaches to
the study process (Ivankova, 2015). The purpose of this study was to gain understanding of how
leadership sponsorship impacts the effectiveness of CRM implementation, deployment, and daily
use in the United States. With the research questions, I sought to find intersections between
leadership sponsorship and the effectiveness of CRM implementation, deployment, and daily
use. There was value in getting feedback from individuals who had recent experience with CRM
systems, as they had recently been involved in the adoption and implementation process. The
mixed-methods approach was appropriate for this study because it provided multiple avenues of
feedback from these users and experts. Mixed-methods approaches have the ability to produce
more rigorous and consistent conclusions (Ivankova, 2015). The strategy for the research
included an overview of the methodological approach and rationale, the population, the sample,
the quantitative operational definitions of variables, the methods for establishing trustworthiness,
the specific materials and instruments, the ethical considerations, and the assumptions for both
the quantitative and qualitative research.
Research Questions
Q1. What is the relationship between leadership sponsorship and the effectiveness of
CRMs?
Q2. How do leaders encourage the value and use of CRM in their organizational culture?
The first research question was addressed using both quantitative and qualitative
methods. Using quantitative analysis, I looked at both descriptive and inferential statistics from
an administered survey instrument, including the three hypothesis tests detailed in the next
section. In the qualitative analysis, I used interviews with the CRM experts to address Q1 from
another perspective. The second research question was addressed using the qualitative
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interviews. This approach allowed for a more in-depth look into the culture of the CRM experts,
providing a comprehensive avenue to understand ways the users were encouraged or discouraged
in the use of the CRM systems.
Hypotheses
I hypothesized that there was a significant correlation between CRM effectiveness and
leadership sponsorship. The quantitative data collected from the CRM users were used to assess
effectiveness through the dependent variables: organizational performance, organizational
processes, and customer service. Leadership sponsorship was assessed through measures
associated with leadership competencies, management tactics, implementation influences, and
organizational culture dynamics. Pearson’s correlation coefficient was used to test the
relationship between CRM effectiveness and leadership sponsorship. The specific three
hypotheses were as follows:
H1. There is a significant correlation between organizational performance and the four
leadership sponsorship variables of leadership competencies, management tactics,
implementation influences, and culture dynamics.
H2. There is a significant correlation between organizational processes and the four
leadership sponsorship variables of leadership competencies, management tactics,
implementation influences, and culture dynamics.
H3. There is a significant correlation between customer service and the four leadership
sponsorship variables of leadership competencies, management tactics, implementation
influences, and culture dynamics.
Methodological Approach and Rationale
Creswell and Plano Clark (2007) contended the mixed-methods approach is the best
approach to provide understanding of a research problem rather than using quantitative or
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qualitative alone. For this study, the mixed-methods research approach was a fruitful
methodology to assess CRM and leadership sponsorship in an organizational context. Two
specific benefits that came from the approach in this study were (a) allowing for multiple
avenues to gain information from respondents and (b) providing two approaches to dissecting the
complexities of leadership sponsorship and its involvement with CRM effectiveness. Maxwell
and Loomis (2003) contended that researchers should consider the connection of the study’s
purposes, conceptual framework, research questions, methods, and validity during the design of a
mixed-methods research study. Leadership sponsorship is a complex feature of organizational
culture, and providing qualitative or quantitative research alone would have narrowed the scope
of the research.
A fixed mixed-method design is a mixed-methods study using quantitative and
qualitative methods in a planned research effort (Creswell & Plano Clark, 2007). Customer
loyalty and business performance are two primary indicators against which the quality of CRM
can be measured (Ja-Shen et al., 2009). Assessing either of these indicators could have been
difficult if qualitative or quantitative research were the only chosen methods. Molina-Azorín and
López-Gamero (2016) proposed the application of the mixed-methods approach to be an asset
that can broaden the stock of methods and help hone a researcher’s methodological skills. For
the reasons mentioned, I utilized a mixed-methods approach in this study.
Population
The targeted population of this study came from organizations spanning the United States
that have deployed a CRM system in the last 2 to 5 years. The respondents were business
professionals currently employed at one of these organizations who had frequent involvement
with a newly adopted CRM system.

20
Sample
The target population included employees associated with companies that have some role
in the use or deployment of the CRM system. The goal was to identify a random sample and get
a response from at least 100 individuals who have incorporated a CRM system into their
operations. Ivankova (2015) acknowledged a need for the data collection portion of the plan to
incorporate the stakeholders’ role in the data collection process. To find a specific and
randomized group of individuals to participate in the survey, I decided that additional
professional help would be beneficial to ensure a broad enough sample was identified. Qualtrics
was the web-based survey tool I chose to classify individuals across the nation who utilize a
CRM system at their organization. The quantitative goal was to acquire survey results from at
least one person from 100 individual companies, and 105 were accomplished. The qualitative
goal was to get 10 individuals to volunteer to be interviewed. I utilized my social media
network, specifically LinkedIn, to identify this targeted sample. Each of the volunteers chosen
had firsthand involvement with a CRM system in their work and could be considered an expert
in their organization based on their familiarity and usage of the system.
Operational Definitions of Variables
Jamrog et al. (2008) charted specific elements of organizational success through a 2007
performance survey commissioned by the American Management Association. For the
quantitative portion of the research, my first step was to gain permission to utilize the vetted
survey instrument. The chosen survey instrument was unique in that it combined the outcomes
of perceived company performance with specific variables connected to portions of the study.
The goal of the quantitative portion of the study was to communicate clearly and to administer a
survey which has already been well vetted and approved. Through the survey outcomes, I
sought to place the respondents’ answers on a high-performance versus low-performance scale
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by analyzing these organizational variables: leadership, process and structure, culture, and
customer focus. Jamrog et al. (2008) described each of the variables in the following manner.
Performance. The makeup of an organization’s performance can be witnessed in the
organization’s revenue growth, market share, profitability, customer satisfaction, and overall
market execution (Jamrog et al., 2008).
Leadership. Leadership is the efforts set forth by an organization to strategically manage
people to reach certain behaviors. The operational definition relays that leadership practices in
high-performing organizations consistently show clarity on goals and performance expectations,
immediate supervisor understanding of employee strengths, and employee faith that their
behavior makes a difference to the organization (Jamrog et al., 2008).
Process and structure. Process and structure are the securing of work processes,
policies, and procedures to support and accomplish company strategies. These may be grouped
into four categories: information access, technology, performance measures, and customer focus
(Jamrog et al., 2008).
Culture. The drivers of behavior are deeply embedded in the culture that the vast
majority of employees understand and adhere to (Jamrog et al., 2008).
Customer focus. Customer focus is the way a company treats its customer, including the
infrastructure and processes available to the staff to support customer-centric efforts (Jamrog et
al., 2008).
Survey Instrument
Jamrog et al. (2008) incorporated a survey of 1,369 volunteers, and highly qualified
researchers worked together to finalize and review the literature. Each metric utilized a Likert
scale of measurement from 1 (very strongly disagree) to 7 (very strongly agree). I was in direct
contact with Mr. Jamrog and multiple members of his group throughout the process. I chose this
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instrument in large part due to the strong focus on performance, leadership, and customer focus.
The survey was administered through an online questionnaire. The specific details of the full
survey are shown in Appendix A.
Interviews
The data collection survey was the first step in gathering information on the connections
between leadership sponsorship and CRM effectiveness. Ivankova (2015) noted the most
common sources for data collection are one-on-one interviews, focus group interviews, and
naturalistic observations. I used personalized, one-on-one phone interviews for the qualitative
portion of the data collection. The interviews provided a way to dive deeper into the
personalized experiences, problems, and successes of the CRM experience. The advantage of a
phone interaction with the participant was that it allowed for a more intimate manner of
collecting information from the CRM system users. Patton (2015) proclaimed the benefits for
using a standardized open-ended interview include having the instrument used in the evaluation
available, interviewers maintaining a more consistent means of interviewing, using time more
efficiently due to a higher level of focus, and more easily analyzing the readily available
information. All these reasons were advantageous for this study. Patton suggested qualitative
inquiry should always be clear, singular, open-ended, and neutral. The time frame occurred over
a 3-month period, and each of the interviews was recorded in order to later translate the
information into written form. I identified each of the 10 participants through LinkedIn contacts.
Focusing on interviewing business professionals who worked for organizations that had adopted
CRM systems in the last few years and who were directly connected with these systems added
interpersonal value to the research.
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Validity and Reliability
The quality of the information received is heavily reliant upon the abilities of the
interviewer and the truthfulness of the participant (Patton, 2015). This instrument has been
frequently commissioned by the American Management Association and thereby offers
consistent depth and stability of method of measurement for this study. The plan was to ensure
numerous steps to safeguard the research was trustworthy and rigorous. As previously
mentioned, I utilized the survey responses from 105 individuals who had familiarity with and
frequently used CRM systems. However, an additional 19 surveys were received that were not
completed in full and were not used in the research.
The first thing in the survey process was, prior to every interview, I received the signed
consent form the participants of the purpose of the study and assured them their responses were
confidential. Additionally, the instrument had validity based on previous use by the American
Management Association showing credibility in the tool itself. An example of the consent form
is provided at the beginning of the survey in Appendix A.
Six of the seven variables created from the survey instrument were summation scores
generated from survey questions that were applicable to the six variables of organizational
performance, organizational processes, customer service, leadership competencies, management
tactics, and organizational culture dynamics. The seventh variable of implementation influences
consisted of one survey question, so it was not a summative score. In order to test for reliability
for the six summation scores, I calculated Cronbach’s alpha, and the results are summarized in
Table 1. All alpha values indicated strong internal consistency, supporting strong reliability with
these six variables.
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Table 1
Reliability Statistics
Variable

Cronbach’s alpha

Number of survey items

Organizational performance
Organizational processes
Customer service

0.900
0.920
0.894

5
4
6

Leadership competencies
Management tactics
Organizational culture dynamics

0.906
0.861
0.928

6
2
8

The next step was to identify the interview participants and acquire their consent. Extra
effort was placed in preparation of the interview and in work toward instilling the most
trustworthy process possible. Patton (2015) designated the art of developing and asking the
question as the stimulus that helps provoke the response from the interviewee. Improving on the
trustworthiness, my interviewing efforts mainly relied on an improvement in preparation and
with basic communication tactics. Amankwaa (2016) emphasized trustworthiness in qualitative
interviewing to include peer debriefing to gain credibility, journaling to attain transferability,
inquiry auditing to achieve dependability, and triangulation to accomplish confirmability. This
effort included vetting the respondents through email, social media research, and verbally by
phone to confirm they fit the profile and understood what was being asked of them. Before
every interview, I received the signed interview consent form from each volunteer. An example
of the interview consent form is provided in Appendix B.
The interview questions were designed to answer the research questions in an unbiased
way while acquiring data to compare and contrast. I found it beneficial to (a) spend extra time
honing the interview questions and practicing interviewing skills, (b) enlisting a few library
volunteers to check and double-check the work, and (c) addressing the American Psychological
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Association ethical principles for IRB approval and appropriate informed consent letters. One
final strategy I used was the incorporation of triangulation. Patton (2015) promoted the benefits
of combining methods, data sources, observation, and theories to attempt to get past intrinsic bias
that comes from singular efforts. It was helpful to take that amount of time to be thorough and
promote high credibility and rigorous strategies. Rigorous techniques included diverse fieldwork
observations and systematic analysis strategies (Patton, 2015). This was only a portion of my
role. The interview process was methodical and thorough: (a) I took detailed notes during the
interview, (b) I provided in-depth questioning to get detailed responses, (c) I recorded the
interview to review the information again and again, and (d) I connected all the details of the
interviews from various sources—IT specialists and salespersons—at multiple organizations to
improve validity of the information as a whole.
Researcher’s Role
Having used different forms of CRM in my daily work routines over the last 10 years, I
am an experienced user of CRM systems. However, I had no personal knowledge of the targeted
individuals to be interviewed and thus had no conflict of interest throughout the process. My
perception was CRM is a valuable tool, but the implementation efforts for most adopters are
riddled with challenges from the top leadership down. My role in this qualitative study was to be
a tool that connected the recorded information (Fink, 2000). My predisposition toward CRM
adoption, implementation, and successful usage was that leadership sponsorship holds a higher
spot of influence than organizations usually allow.
Hashimov (2015) reasoned that as a part of the interview process, the researcher should
begin by selecting the interview participants and then spend due time preparing for the interview.
It was a valuable usage of time to practice my interviewing techniques to accomplish a consistent
means of data collection. An overview of the efforts can be summarized in five steps: (a) utilize
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connections through social media contacts and groups to identify organizations to target that
have been involved with a CRM system and are in the United States, (b) research the candidates
to ensure they worked for the organization they said they worked for, (c) ask if they would be
willing to volunteer for the interview portion of the research, (d) acquire their informed consent,
and (e) schedule a time for the interviews to take place.
Interview Questions
The interview questions for the qualitative portion of the research effort were adopted
from the study accomplished on CRM systems by Khodakarami and Chan (2014). The key
variables I desired to gain information on through the interviews included the following: What is
the participant’s role in the organization and in using the CRM system? Which CRM system is
used? In what manner of frequency is the tool used? The list of questions I asked are listed in
Appendix C.
Quantitative Data Collection
A benefit of quantitative data is how it can be used to produce comparison and statistical
aggregation of data by measuring the reactions of many people to a smaller set of questions
(Patton, 2015). The first approach to this research project was to collect quantitative data.
Patton (2015) described quantitative data as systematic, succinct, and presented in a short space.
To gather the data, a modification of the questionnaire developed by Jamrog et al. (2008) was
administered to CRM users at organizations that have implemented a CRM system within not
less than 2 years and not more than 5 years. It was important to identify a sample size that met
the criteria to make the information worthwhile. The sample profile was an employee who
works for a company located in the United States that had in the last few years adopted a CRM
solution and who had some familiarity with and frequently used the CRM system. They were
recruited by use of the web-based tool, Qualtrics, and vetted through some specific questions to
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ensure they were a fit. The quantitative questions were deployed through an online-created
questionnaire in their web system with a Likert scale from 1 to 7. As previously noted, an
estimated 100 targeted individuals from different organizations were pursued for gathering the
quantitative data portion of the research.
Qualitative Data Collection
Qualitative data are often used to summarize, add depth to, and highlight the case studies
of data performance of quantitative studies (Patton, 2015). The qualitative section of this
research study was collected via in-depth phone interviews with CRM subject matter experts.
The target market for the interviews was individuals employed at different businesses who had
experience with the adoption and implementation of a CRM solution. Qualitative data are
descriptive, telling a story that effectively captures the experience of the targeted person in his or
her own words (Patton, 2015). The interviews provided a good amount of insight into what
connects leadership sponsorship with the effective aspects of CRM implementation and
deployment. A sample size of 10 CRM subject matter experts was targeted for the interviews.
Ivanoka (2015) projected that mixed-methods research questions should be clear,
relevant, researchable, and support the integration of both qualitative and quantitative methods of
the study. Saldana (2011) suggested utilizing efficient technology (e.g., recorders) to gather the
information from the interview. The qualitative questions were asked in an in-depth, one-on-one
phone interview scheme. The steps for the data collection were to identify the participants,
contact them to request interviews, research the contacts to ensure they were a fit, schedule a
time to phone them for the interviews, document the interviews by recording them via the iPad,
conduct the phone interviews, and transcribe the interviews before stepping toward any analysis.
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Data Analysis
The first step of the data analysis should be to develop a coding scheme for the data
(Patton, 2015). The specific data being collected were received from a detailed web-based email
survey and additional details from interpersonal phone interviews. Ivankova (2015) described
the data analysis portion as action that involves the initial preparation of the data in each study
strand with preliminary exploration of the data that address the study purpose and research
questions. This required thematic coding and frequent passes through the gathered data. A
benefit to quantitative data is that they can be used to produce comparison and statistical
aggregation of data by measuring the reactions of many people to a smaller set of questions
(Patton, 2015). Performance, leadership, strategy, process and structure, values and beliefs, and
customer focus were all worthy of analysis as efforts were made to analyze CRM user
experiences. Patton (2015) described quantitative data as systematic, succinct, and able to be
presented in a short space.
The qualitative analysis approach I used was a constant comparative method with coding
to help identify key categories to be analyzed. Each of the times I conducted a coding pass, more
information was found and connected. Qualitative codes involved the capturing of the variables
within the research that, when gathered together in certain categories, produced a pattern that
facilitated a broader analysis of their connection (Hashimov, 2015). The coding practice process
was extremely time intensive. Ivankova (2015) identified emergent codes, predetermined codes,
and the combination of the two as the three types of codes used by practitioner-researchers in the
coding process. Patton (2015) encouraged researchers to start coding by looking for regularities
in the data and deeply reviewing the information over and over. A summative content analysis
involves the identification of keywords often derived from the interest of the researcher (Hsieh &
Shannon, 2005).
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The CRM research efforts uncovered themes and subjects that were common in the data.
Topic, or thematic, coding is a common type of coding that describes a specific topic (Ryan &
Bernard, 2003). Leadership sponsorship, performance indicators, and the processes associated
with CRM usage were key themes searched in the data. Other coding efforts and techniques
were also accomplished, such as summative analysis and labeling. Key techniques to sort out
themes and codes included a search of the transcript for word repetitions and metaphors or
analogies (Ryan & Bernard, 2003).
Assumptions
Terrell (2016) described assumptions as something believed to be true but without
complete verification. The central assumption for the current study was that those working for
the organizations had some opinion on the CRM solutions of which their company had invested.
I assumed targeting individuals involved with the CRM system ensured the individuals
interviewed knew of the investment and had a general idea of how it was being used. The
interviews were an especially valuable connection for information directly associated with CRM
effectiveness. The entire study centered on CRM and leadership sponsorship, and those chosen
to participate had clear knowledge of the CRM and how it fit into their work world.
Summary
The emphasis of the methods and procedures was to explain the methodology and
produce evidence that the study was grounded and sound (Ivankova, 2015). A mixed-methods
approach helped to build a basis for the research intersections surrounding CRM effectiveness
and leadership sponsorship. The two primary methods for data collection for the research efforts
were surveys and interviews. The data collection success was heavily reliant upon a detailed and
thorough plan. Data were collected from the quantitative survey and a qualitative phone
interview. CRM experts were the targeted participants, and it was a requirement they be
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currently involved with CRM solutions. The types of data collected were feedback from
individuals who had intimate knowledge of CRM systems in their organization of employment.
Patton (2015) labeled the purpose of qualitative interviewing as a means for capturing the
specific views, terminality, judgements, and complexities of the interviewee’s personal
perceptions and experiences. Patton also insisted the interviewer develop written guidelines that
encourage and ease the tension by explaining roles and boundaries at the start of every interview.
The plan included details of who would be targeted to participate, the collection instruments to
be utilized, and specific measures to ensure trustworthiness and rigor. The targeted companies
were domiciled in the United States and directly connected with CRM system adoption,
implementation, and usage.
Mixed-methods approaches are often considered an advantageous approach to research
due to the researcher’s ability to produce more rigorous and consistent conclusions (Ivankova,
2015). A great advantage was the validity and depth the mixed-methods data provided me.
However, a large challenge was the time and effort that went into acquiring both types of
research data successfully. I gathered data on how CRM has penetrated organizational culture,
and I actively reviewed the impact of leadership sponsorship at the identified organizations. This
review included an overview of the methodological approach and rationale, the research
materials and protocols, the plan for data collection, and the plan for data analysis.

31
Chapter 4: Results
The purpose of this study was to gain understanding of how leadership sponsorship
impacts the effectiveness of CRM implementation, deployment, and daily use in the United
States. I used a mixed-methods approach to collect and analyze data from individuals who had
adopted and implemented a CRM in the last 2 to 5 years. I designed the study to answer the
following research questions:
Q1. What is the relationship between leadership sponsorship and the effectiveness of
CRMs?
Q2. How do leaders encourage the value and use of CRM in their organizational culture?
In this chapter, I report the results of the analysis of the quantitative data acquired from
the web-based survey questionnaire and the qualitative data acquired from the CRM expert
interviews. The organization of the chapter includes a summary of the quantitative data
collection procedures, an analysis of the survey results, a summary of the qualitative data
collection procedures, an analysis of the interview results, an overview of the general themes of
the data related to each research question, and a summary of the chapter.
Quantitative Data Collection Procedures
I collected the quantitative data through portions of a survey questionnaire that were
originally vetted by Jamrog et al. (2008) in their 2007 research effort commissioned by the
American Management Association. I chose this survey due to the combination and crosssections of variables associated with higher-performing organizations that seek to learn about
organizational leadership and customer satisfaction. The survey questionnaire has a high focus
on measuring the perceived performance of the volunteer’s organization over time. The target
population of the sample was individuals working at an organization that had adopted a CRM
system in the last 2 to 5 years and who directly worked with a CRM with some frequency.
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Feedback surrounding the following variables was the primary target of the survey:
process and structure, leadership, culture, and customer focus. I distributed the surveys utilizing
the web-based survey tool Qualtrics (www.qualtrics.com). This tool is specialized to find a
diverse and broad sample size. A screening criterion was enforced through qualification
questioning to ensure the respondents fit the desired sample. The process included the
respondents answering what specific CRM system they were using, the length of time they had
used it, and what role they played in the CRM adoption. The target population of participants in
the study were individuals who lived in the United States, frequently used a CRM tool, and
worked for an institution that had adopted that tool in the last 2 to 5 years.
Quantitative Results
The administered questionnaire consisted of 21 questions. For each set of questions, the
percentage for each response was tallied, along with the mean, standard deviation, and variance.
Thirteen of the survey questions used a Likert-type scale with seven answer choices: 1 (very
strongly disagree), 2 (strongly disagree), 3 (somewhat disagree), 4 (sometimes agree and
sometimes disagree), 5 (somewhat agree), 6 (strongly agree), or 7 (very strongly agree). Over
100 subquestions were collected from the 13 primary Likert scale questions. A total of 105
respondents completed the survey in full. All confirmed they lived and worked in the United
States, and the sampling of responses came from 33 different states and Washington, DC.
I began calculation of the quantitative results began after the 105 responses were
received. The survey analysis results section offers (a) an overview of the survey sampling, (b)
detailed results of the noted organizational variables (organizational performance, organizational
process and structure, customer service, organizational leadership, and organizational culture),
and (c) tests of the hypotheses.
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Sampling Results
My goal was to acquire a broad sample of individuals who had familiarity with and
frequently used a CRM system that had been adopted by their organization in the past 2 to 5
years. It was also important to find a diverse group of individuals who were associated with
different-sized organizations, worked in different job functions, had varying tenures in their
current role, and lived and worked in the United States. Tables 2 through 6 show the
respondents’ CRM familiarity and usage and display a more thorough breakdown of details
describing the specifics of the sample.
Table 2 reports the requirement that the volunteer work for an organization that adopted a
CRM tool in the past 2 to 5 years. This question was used to filter respondents. If they answered
0–1 years or Other, then their survey example was not issued as complete and thereby not used
in the research effort. The overview of the length of CRM adoption showed the majority (n =
29) at 3 years and the least (n = 20) at 4 years.
Table 2
Length of CRM Adoption
Years
0–1

n
0

2

28

3

29

4

20

5

28

Other
Total respondents

0
105
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Next, it was necessary to get responses from different work areas. Table 3 provides the
data that displayed the specific work function of the CRM user. More respondents worked in
systems/IT, marketing/sales, or senior management than the other job functions. The function of
work-type results showed the least (n = 6) worked in other positions, and the majority (n = 28)
worked in systems/IT.
Table 3
Function of Work
Function

n

Finance/accounting

13

Senior management

24

Marketing/sales

20

Systems/IT

28

Human resources

14

Other

6

Total respondents

105

Table 4 provides a picture of the different sizes of organizations that were represented in
the study. A balanced view of organization size was represented in the study. The breakdown of
organizations shows the majority (n = 29) worked at organizations with between 101 and 500
employees, and the least (n = 14) worked at organizations with 1,000 or more employees.
Table 5 provides the length of employment of the respondent. The information was
gathered by asking the following question: “How long have you been employed with your
current organization?” The majority of respondents reported working for their organization
between 2 and 10 years. The breakdown of tenure of employment shows that 4 respondents had
the shortest tenure at less than 1 year or over 20 years, and 38 respondents had the longest tenure
at 5 to 10 years.
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Table 4
Size of Organization
Employees

n

< 60

15

51–75

17

76–100

15

101–500

29

501–1,000

15

> 1,000

14

Total respondents

105

Table 5
Length of Employment
Years
<1

n
4

1–2

15

2–5

37

5 – 10

38

10 – 20

7

> 20

4

Total respondents

105
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Table 6 displays the respondents’ CRM usage. The information was gathered by asking,
“How often do you use a CRM (customer relationship management) tool in your daily work?”
The majority (n = 59) reported their frequency of use was daily.
Table 6
Frequency of CRM Use
Frequency

n

Daily

59

Weekly

36

Monthly

10

Never

0

Total respondents

105

Organizational Performance Results
Organizational performance was calculated on five performance-related indicators. The
performance variable was centered on the perceived view of the revenue growth, market share,
profitability, customer satisfaction, and overall market performance of the respondent’s own
organization. This performance measurement provides a starting point to review the
effectiveness of the organization on a whole. Multiple questions were used, and an average of
the four market performance questions provided the information for the organizational
performance variable, as shown in Table 7. A timeline of 5 years was specified to give
respondents the opportunity to share the effect of time on each variable. I then calculated the
standard deviation to display how the organizational performance data are isolated from the
mean. Customer satisfaction received the highest numeric response of each of these reported
variables. The performance variable provides a baseline for connection of the rest of the
measured variables.
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Table 7
Organizational Performance Results
Variable

M

SD

Variance

Revenue growth

5.26

1.34

1.79

Market share

4.93

1.37

1.87

Profitability

5.22

1.24

1.54

Customer satisfaction

5.39

1.27

1.61

Overall market performance

5.30

1.31

1.72

Organizational Process and Structure Results
The assessment of organization processes was primarily measured on efficiency,
effectiveness, flexibility, and uniqueness. The work process-related questions involved the use
of CRM systems, as each respondent reported a frequency of use in his or her daily, weekly, and
monthly work efforts. The primary questions that targeted data corresponding with
organizational processes were as follows: “Are your organization’s processes primarily designed
to create the following?” and “On a scale from 1–7, how strongly do you agree or disagree that
your organization’s processes are primarily designed to create the following?” Table 8 outlines
the mean, standard deviation, and variance of the 105 responses to each of these process-related
variables. Of the four measures, the respondents labeled flexibility as the most valuable to their
organization’s processes.
Table 8
Organizations’ Work Processes
Variable

M

SD

Variance

Efficiency

5.51

1.62

2.61

Effectiveness

5.52

1.45

2.10

Flexibility

5.57

1.31

1.71

Uniqueness

5.51

1.27

1.62
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Customer Service Results
An organization’s approach to its customer is a primary, viewable outcome and metric for
which the survey was chosen. The priority the organization places on customer needs, the
customer needs time line, and customer satisfaction were the key variables assessed in the
customer service category. The respondents were thoroughly questioned through multiple
inquiries surrounding customer service in hopes of gaining insight into how the organization
views its customers, how it treats its customers, and how it seeks to meet its customers’ needs.
The first segment of customer service reported was connected to the timing for how the
organization views customer needs, as shown in Table 9.
Table 9
Customer Needs—Descriptive Statistics
Needs

N

Min.

Max.

M

SD

Immediate

105

1

7

5.46

1.387

Short-term

105

2

7

5.41

1.190

Long-term

105

1

7

5.43

1.406

Future

105

1

7

5.40

1.377

Throughout the survey, the volunteers were meticulously questioned on their
organization’s strategy and performance related to customer service and customer satisfaction.
Portions of Questions 16, 18, 20, 25, and 26 surrounded customer service. Each of these
questions were analyzed to gain a comprehensive perspective of the customer service view. The
lowest mean was 5.31 and the highest mean was 5.90, providing validity that those who
participated in this interview strongly agreed that their organization’s customer service and
satisfaction was a primary focus of their strategy and highly influential to their overall
organizational performance.
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Leadership Results
For the purposes of this administered survey, the leadership metric was intended to be the
respondents’ assessment of the organizational approach to leading. For the analysis, the
leadership metric was divided into four categories to correspond with the pillars associated with
leadership sponsorship. Three of these were found in the leadership category of the survey, and
the final one was found in the culture results section of the survey. The first pillar was labeled
“leadership competencies” and was assessed through portions of Questions 26 and 24. The
answers to these questions revealed information surrounding leadership skills and behaviors.
The second pillar was labeled “management tactics” and retrieved from portions of Question 16,
which included a review of job clarity, customer servicing solutions, and consistency of roles.
The next pillar was implementation influences and keyed in on the respondents’ belief in their
immediate supervisor’s understanding of their job and strengths. Questions 21 and 26 focused
on the employees’ perceived understanding of their supervisor’s view on their strengths. A total
of 81% of the respondents somewhat agreed, strongly agreed, or very strongly agreed that the
management of their organization expected their employees to be good at efficiency, quickly
adapting to make different products or deliver different service, understanding how to make
products or deliver services, and using their skills to create unique solutions for the customers.
Organizational Culture Results
Higher-performing organizations tend to have leaders and cultures that cultivate change
and innovative approaches to their work (Jamrog et al., 2008). A final domain, organizational
culture, was thoroughly assessed through questions surrounding organizational strategy,
organizational values, and innovation. These variables connected to the organizational culture
and leadership construct and provided the final pillar of the leadership sponsorship recipe.
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Organizational culture dynamics were assessed through portions of Question 18, Question 22,
and Question 25.
The first section of results on culture tie into the strategy, as shown in Table 10.
Consistent responses surrounding organizational strategy showed the majority of respondents
agreed their organization had a strategy their employees understood and strove to execute. The
respondents also consistently reported a healthy culture surrounding organizational philosophy
and employee behavior. Overall, high marks were given, relaying consistent understanding and
follow-through on the strategy of the companies represented.
The next measure that gives some perspective to organizational culture is connected to
organizational values. The targeted approach to measuring the respondents’ perspective of their
organization’s values can be viewed in Table 11. Lowest price, price with desirable features,
distinctive branding, and customization were the options given for how their organization creates
its value proposition. As the results show, distinctive branding and customization were the topperforming variables associated with the creation of the value proposition. Lowest price was not
the primary reported way that the respondents said their organization created its value
proposition.
Innovation was the final token of reference to help form a view of the organizational
culture. Four primary questions were pulled to gauge the overall innovation. The mean and
standard deviation are available in Table 12.
Tests of Hypotheses
It was hypothesized that there was significant correlation between CRM effectiveness
and leadership sponsorship. To answer Q1, significant correlations were tested using three
measures for effectiveness and four measures for leadership sponsorship. To analyze
effectiveness through the quantitative results, three effectiveness variables were chosen:
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Table 10
Organizational Strategy
Statement

M

SD

Variance

The basic theme of my organization’s
philosophy statement matches my personal
philosophy.

5.41

1.34

1.80

I know what I need to know about my
organization’s strategy in order to do my job
effectively.

5.40

1.31

1.73

The behavior of my organization’s executive
management team is consistent with the
philosophy as I understand it.

5.33

1.38

1.90

The behavior of my organization’s middle
managers is consistent with the organization’s
philosophy.

5.39

1.28

1.63

The behavior of my organization’s executives
is consistent with the behaviors needed to
successfully execute the strategic plan.

5.46

1.32

1.73

The behavior of my organization’s middle
managers is consistent with the behaviors
needed to successfully execute the strategic
plan.

5.34

1.28

1.63

My organization-wide performance measures
match the organization’s strategy.

5.38

1.28

1.63

The behavior of my organization’s employees
is consistent with the organization’s
philosophy.

5.46

1.39

1.94

The behavior of my organization’s employees
is consistent with the behaviors needed to
successfully execute the strategic plan.

5.57

1.23

1.50
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Table 11
Value Proposition
Value

M

SD

Variance

Lowest price

5.08

1.53

2.34

Lowest price with desirable features

5.30

1.48

2.19

Distinctive branding

5.49

1.28

1.64

Customization

5.48

1.27

1.60

Table 12
Innovation
Value

M

SD

We keep current with state-of-the-market
technological advances.

5.70

0.991

We use leading-edge information solution
technology for CRM.

5.83

1.074

We keep current with state-of-the-market
technological advances.

5.93

0.954

We use numerous direct measures for quality
control of our products and services, such as
cost of replacement, warranty or replacement
service.

5.61

1.242

organizational performance, organizational processes, and customer service. The analysis was
derived from five primary survey questions for organizational performance, four survey
questions for organizational processes, and six survey questions for customer service. A
summation score for each effectiveness measure was created by adding together the responses
for each measure’s applicable survey questions. Thus, the possible scale values for
organizational performance ranged from 5 to 35; organizational processes, from 4 to 28; and
customer service, from 6 to 42.
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The four leadership sponsorship variables were leadership competencies, management
tactics, implementation influences, and cultural dynamics. The leadership sponsorship measures
included two survey questions for leadership competencies, two survey questions for
management tactics, one survey question for implementation influences, and eight survey
questions for organizational culture dynamics. A summation score for each leadership
sponsorship measure was created by adding together the responses for each measure’s applicable
survey questions. Thus, the possible scale values for leadership competencies ranged from 6 to
42; management tactics, from 2 to 14; implementation influences, from 1 to 7; and organizational
culture dynamics, from 8 to 56. These four scores were the independent variables tested for
correlation with the three dependent effectiveness variables. Table 13 is a summary of the mean
and standard deviation for each of the seven summation scores, along with the range of possible
values for each summation score.
Table 13
Summation Score Results
Variables

M

SD

Variance

Organizational performance

5 to 35

26.10

5.55

Organizational processes

4 to 28

22.12

5.12

Customer service

6 to 42

32.68

6.44

Leadership competencies

6 to 42

32.22

6.83

Management tactics

2 to 14

5.33

2.71

1 to 7

5.33

1.55

8 to 56

42.90

9.21

Dependent variables

Independent variables

Implementation influences
Organizational culture dynamics
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Hypothesis Test 1. There was a significant correlation between organizational
performance and the four leadership sponsorship variables of leadership competencies,
management tactics, implementation influences, and culture dynamics. To test this hypothesis,
Pearson’s correlation coefficient was used to test for a bivariate relationship between
organizational performance and each of the four leadership sponsorship variables of leadership
competencies, management tactics, implementation influences, and culture dynamics. The
coefficients indicated that organizational performance was significantly correlated with all four
of the leadership sponsorship variables, as summarized in Table 14. The highest correlation was
with leadership competencies (r = 0.559), whereas the lowest correlation was with
implementation influences (r = 0.484), though all correlations were statistically significant.
Table 14
Correlations With Organizational Performance
Leadership sponsorship variable

Correlation coefficient r

Leadership competencies

0.559*

Management tactics

0.527*

Implementation influences

0.484*

Organizational culture dynamics

0.519*

*p < .001.
Hypothesis Test 2. There was a significant correlation between organizational processes
and the four leadership sponsorship variables of leadership competencies, management tactics,
implementation influences, and culture dynamics. To test this hypothesis, Pearson’s correlation
coefficient was used to test for a bivariate relationship between organizational processes and
each of the four leadership sponsorship variables of leadership competencies, management
tactics, implementation influences, and culture dynamics. The coefficients indicated that
organizational processes were significantly correlated with all four of the leadership sponsorship
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variables, as summarized in Table 15. The highest correlation was with organizational culture
dynamics (r = 0.883), whereas the lowest correlation was with implementation influences (r =
0.631), though all correlations were statistically significant.
Table 15
Correlations With Organizational Processes
Leadership sponsorship variable

Correlation coefficient r

Leadership competencies

0.841*

Management tactics

0.801*

Implementation influences

0.631*

Organizational culture dynamics

0.883*

*p < .001.
Hypothesis Test 3. There was a significant correlation between customer service and the
four leadership sponsorship variables of leadership competencies, management tactics,
implementation influences, and culture dynamics. To test this hypothesis, Pearson’s correlation
coefficient was used to test for a bivariate relationship between customer service and each of the
four leadership sponsorship variables of leadership competencies, management tactics,
implementation influences, and culture dynamics. As summarized in Table 16, the coefficients
indicated customer service was significantly correlated with all four leadership sponsorship
variables. Although all correlations were statistically significant, the highest correlations were
with leadership competencies (r = 0.911) and organizational culture dynamics (r = 0.909),
whereas the lowest correlation was with implementation influences (r = 0.755).
In summary, all three hypotheses were supported based on results from the survey. Each
of the three effectiveness measures had their smallest correlations with the leadership
sponsorship variable of implementation influences. The largest correlation for organizational
performance was with leadership competencies, the largest correlation for organizational
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Table 16
Correlations With Customer Service
Leadership sponsorship variable

Correlation coefficient r

Leadership competencies

0.911

Management tactics

0.842

Implementation influences

0.755

Organizational culture dynamics

0.909

*p < .001.
processes was with organizational culture dynamics, and the largest correlations for customer
service were both leadership competences and organizational culture dynamics.
Qualitative Data Collection Procedures
Data from the qualitative portion of this study were needed to provide more detail and
focus on the second research question: How do leaders encourage the value and use of CRM in
their organizational culture? A targeted population of adept CRM users was sought to volunteer
to do phone interviews, with 10 volunteers chosen. The interviews focused on acquiring
feedback on the experiences these individuals had gone through in the adoption, implementation,
and use of the CRM system at their organization.
The first step was to recruit the necessary candidates needed for the interviews. The first
criterion for a volunteer was that the individual was working for an organization that had adopted
a CRM system in the last 2 to 5 years. Additionally, the individual needed to be familiar with
and use a CRM that his or her organization had adopted. LinkedIn was the primary social
platform used to recruit the volunteers. I sent a personalized message from my LinkedIn
account, and through the network of growing CRM user contacts, I was invited to join a variety
of private LinkedIn CRM user groups. A recruitment message for the effort eventually spread
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across various forums, and volunteers were asked to contact me directly by email if they fit the
criteria and had any interest in sharing their experience.
As different volunteers reached out, an additional screening process of questions helped
me to narrow the field to 10 qualified candidates. The additional questions that helped identify
appropriate volunteers included finding out which CRM platform the volunteer was using, what
the frequency was of use, and whether they were considered experts in the use of the CRM
system at their organization. Once the volunteers were identified, I sent an email attachment of
the consent form, and a specific time for the interview to take place was scheduled. Once a
signed copy of the consent form was received and the time scheduled, the interviews took place.
I chose 10 candidates from a list of volunteers who responded and fit the criteria for the
interview candidacy.
The start of every interview began with a moment of gratitude to the participant for his or
her time and willingness to share his or her experiences. Then, a short review of the participant’s
rights and an acknowledgment of the received consent form was verbalized. Next, a request for
recording the interview was offered and accepted through the iPad application Voice Recorder.
Permission had been granted to utilize Khodakarami and Chan’s (2014) research questions from
their study “Exploring the Role of Customer Relationship Management (CRM) Systems in
Customer Knowledge Creation.” I used key portions of Khodakarami and Chan’s interview
questions, and additional subquestions helped dive deeper to better understand the participants’
experiences. I asked the participants 13 guiding questions aimed to help them better reflect and
probe the personal and organizational experiences they had with CRM in their workplace. In
addition to the recording efforts, I took detailed notes about key points made from each
associated question.
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At the conclusion of the interviews, I accomplished the following steps to begin the
analysis process:
1. Interview consent collection. After each successful interview, the collected consent
form associated with the candidate was placed in an electronic folder for
organizational keeping.
2. Interview transcription. I personally transcribed each interview by playing back and
listening to each of the interviews while I typed them out.
3. Transcript review. After the transcription, I reread each interview and linked bullet
points from my interview notes to each transcript.
4. Coding of the data. Topic or thematic coding is a common type of coding that
describes a specific topic (Ryan & Bernard, 2003). The coding research efforts
required a thorough review and search for common themes and subjects in the data. I
immersed myself in the data and underlined key words and phrases in hopes of
identifying patterns and categories of the research.
5. Chart and interpret the data. I charted each response together under the
corresponding interview question in a systematic effort to best interpret the data. I
gathered core words and phrases to recognize the commonalities in data.
Qualitative Findings
A key requirement of the study was that each respondent live and work for an
organization that is domiciled in the United States, and a diverse group of 10 volunteers were
identified. The respondents came from seven states, worked for organizations that ranged from
four employees to more than 1,500 employees, and had focused job assignments ranging from IT
professionals to finance managers to sales and production representatives to CRM managers.
Five of the 10 respondents had adopted and used Salesforce, and the remaining 5 had used a
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variety of other custom CRM tools. Each of the respondents had firsthand experience with
frequent use or development of the CRM at their organization.
Leadership Positions With CRM Adoption, Implementation, and Usage
The primary positions shown to be involved with CRM adoption, implementation, and
usage were the CEO, sales and marketing managers, CRM manager, and IT manager. The
organization CEO was most frequently noted as the primary decision maker involved in the
adoption of the organization’s chosen CRM. Although the CEO was listed as the principal
individual involved in the decision making for the adoption, it was infrequently reported that the
CEO personally utilized the CRM system. Relating to the implementation and usage of the
CRM, C-suite leaders were reported to utilize the system only for viewing reports and were
never reported as daily users of the system. The sales and marketing managers were listed as the
second-most influential players in the adoption of the CRM and the most influential in the
implementation process. The outcomes of these findings are also displayed with the coding
matrix in Appendix D.
Overarching Themes
Q1. What is the relationship between leadership sponsorship and the effectiveness of
CRM? Significant correlations were found in the quantitative data that connected leadership
sponsorship and effectiveness. I analyzed the quantitative data, in part, through testing to
measure the possibility of significant correlations for effectiveness and leadership sponsorship.
Organizational performance, organizational processes, and customer service were the three
primary effectiveness variables. Leadership competencies, management tactics, implementation
influences, and organizational culture were the primary leadership sponsorship variables. All
correlations were statistically significant; however, the strongest correlations were found
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between the effectiveness variable of organizational processes and the leadership sponsorship
variable of organizational culture dynamics.
The coding efforts of qualitative research are meant to work to retrieve information from
the text with the goal of consolidating key themes from the broader data (Hashimov, 2015). A
number of the themes that reportedly impacted CRM effectiveness were strongly connected to
leadership sponsorship. A few of those themes included the proactiveness of specific leadership
positions at specific times in the CRM adoption and implementation process, an intentional effort
to involve the CRM user in the customization and implementation of the system, and a deliberate
determination to create organizational change and embrace the CRM system in the user’s
workflow.
Actions of positional leaders at specific points in the process. Throughout the adoption
and implementation process, a pattern of actions emerged at different times that influenced the
effectiveness of the CRM progress at that specific point in time. The first highlighted theme was
associated with the higher leadership positions, or the C-suite leaders. It was reported to be a
strong benefit for the highest level of leadership to be involved in the adoption process.
Consistent participant responses lobbied for C-suite leadership to communicate the change and
required adoption of the system in order for acceptance to take root. One CRM expert
emphasized the theme this way:
A mandate is necessary. It isn’t a matter of being forced, but it is important to set the
standard. Within my network, I have witnessed a lack of success with adopting CRM
(Salesforce) when there was lack of specific leadership. The usage will fall by the
wayside on the whole if there isn’t a push and accountability from leadership.
The research did not, however, show any consistency with C-suite leadership using CRM outside
of simply reviewing reports. When describing the adoption process, one CRM professional
stated,
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The president/CEO of the company paid the bill to use this system, but a variety of sales
and marketing managers have been involved in the implementation and daily use of the
system. All the president uses the system for is viewing the reports that we create for
him.
Another theme was that a specific management position was frequently identified as the
spearheading leader who pushed the CRM implementation forward. Mid-level managers,
specifically sales and marketing managers, were directly involved with CRM successes more
often than C-suite leaders (e.g., owners, presidents, CEOs). A final leadership position theme
was connected with organizations that went the furthest with CRM investment. Those
organizations that embraced the CRM the deepest went a step further and hired a position to
manage, lead, and take ownership of the CRM system. This was the final leadership position
theme and was connected with organizations that felt the need to invest the most in the CRM
system.
Involve the CRM user. A qualitative theme was how beneficial it is for leaders to listen
to the operational users early and often when developing the implementation of the system. One
disgruntled IT CRM user remarked, “The main barrier in the CRM is that it doesn’t speak to the
other systems we use at our organization. I tried telling the leadership this, but they decided to
use this for other reasons without really consulting me.” Another interview respondent described
her experience as follows:
The system was successfully launched largely because it was built based on the request of
the users themselves and how they interacted with the customers. The focus was on the
employees even more so than the managers, and this helped penetrate the culture. What
ended up happening was certain divisions that were not immediately listed to adopt
Salesforce, started witnessing the successes that were occurring and wanted to use it as
well before they were approached with it in their specific area.
Each of the organizations whose leadership eventually went on to provide resources to hire a
CRM specialist as an investment in growing and nurturing the system, had originally reported
heavily involving the user in the CRM implementation, use, and growth process.
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Incorporate CRM in daily workflow. Examples of effective CRM usage were often also
connected with leadership finding ways to incorporate CRM into the daily workflow of the user.
One interviewee put it like this: “Culturally, adding a new system in daily life that has never
been used creates a natural barrier to success.” Another respondent said, “A huge weakness in
the CRM is the struggles associated with people not using the tool. It seems the ones that use it
are the ones that are required by management to use it.” Requiring salespeople to use the system
in order to receive compensation from their work was the most frequent example given as a way
an organization incorporated the use into the workflow.
Q2. How do leaders encourage the value and use of CRM in their organizational
culture? A variety of themes arose from the quantitative portion of the study. Acquiring
perspectives on organizational strategy, organizational performance, organizational values, and
innovation allowed for a broader vantage point of the different organizational cultures that were
represented. Common descriptors of the volunteers were a noteworthy connector from which
other themes seemed to build. Additional principal themes noted from the quantitative analysis
included maintaining a focus on the needs of the customer, encouraging flexibility for employees
as they work through their processes, and keeping current with the culture of technological
advances.
Respondent descriptors. The unique qualities of the respondents were an essentiality that
helped connect the themes from the data. The sample criterion of working in the United States
was a must, but finding respondents from such a wide array of states, job functions, and levels of
work tenure was an intentional targeted respondent attribute. Over half of the respondents
reported being daily users of a CRM tool, and about one-third reported being weekly users.
Salesforce was the most used CRM tool, and a healthy balance of job functions, including IT,
marketing/sales, and finance/accounting, provided a spectrum of job roles. Over 60% of the
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respondents used a CRM tool before coming into their current job function. Most of the
volunteers reported to use a CRM on a daily and weekly basis, and only a few reported to use it
monthly.
Customer needs and satisfaction. Revenue growth, market share, profitability, customer
satisfaction, and overall market performance were all factors connected with the assessment of
organizational performance in the survey. Of these performance indicators, customer
satisfaction reported the highest marks for each of the organizations from the previous 5 years.
Questions were asked surrounding how employees were rewarded for goals for customer
satisfaction, as well as how the respondent would rank the organization’s commitment to the
customers’ needs. The results showed high values surrounding customers and all their needs.
Culture, processes, and technological advances. Culture-related metrics from the survey
results showed healthy responses and intentional efforts to develop organizational strategy,
organizational values, and innovation. The majority of individuals reported the primary cultural
theme was a commitment to each of these areas within their own body. This deliberate
dedication reportedly flowed from the top down, and leadership commitment was unswerving in
each area. Providing flexibility of system processes and keeping current with technological
advances were additional high points of the quantitative results. Many of the participants
reported technology advances were of high value toward the goal of maintaining organizational
performance. This was also emphasized in the qualitative research. One respondent highlighted
the value of CRM in processes this way:
A primary strength is the standardization of processes and centralization of information.
It’s one source of truth. It also helps with communication because there are fewer
unnecessary emails and phone calls going to find information. The Salesforce CRM isn’t
exactly perfectly suited for our industry, but it is flexible enough to work.
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Summary
Chapter 4 began with an overview of the introduction to the study and a description of the
research questions being examined. A subsequent summary of the quantitative data collection
procedures and an analysis of those survey results, a summary of the qualitative data collection
procedures and an analysis of the interview results, and a highlight of the themes of the data
related to each research question were provided. Chapter 5 includes a recap of the analysis and
findings, implications for practice research, recommendations for future research, and a summary
of the conclusions of the study.
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Chapter 5: Discussion, Conclusions, and Recommendations
CRM system challenges have been a matter of concern in business for decades (Tangaza
et al., 2015). CRM failures have been linked to implementation (Ahearne et al., 2012),
technology (Khlif & Jallouli, 2014), poor strategic planning (Roh et al., 2005), and a variety of
other organizational issues (Khodakarami & Chan, 2011). Leadership sponsorship incorporates
a cross section and combination of influences surrounding leadership competencies, management
tactics, implementation influences, and organizational culture dynamics. The purpose of this
study was to gain understanding of how leadership sponsorship may impact the effectiveness of
CRM implementation, deployment, and daily use in the United States. The research effort was
designed to identify CRM experts who have frequent use and familiarity with a CRM system that
has been adopted by their organization in the last 2 to 5 years. Two research questions guided
the study:
Q1. What is the relationship between leadership sponsorship and the effectiveness of
CRMs?
Q2. How do leaders encourage the value and use of CRM in their organizational culture?
To explore factors associated with CRM and leadership sponsorship, I used a mixedmethods approach, with data collection coming through both surveys and interviews. For the
quantitative research efforts, a questionnaire survey was collected from 105 CRM users, and for
the qualitative research, 10 phone interviews were conducted with CRM user experts. I collected
the quantitative data using a 7-point Likert scale and then interpreted and analyzed the qualitative
efforts. I analyzed the quantitative data using SPSS and using descriptive statistics and
Pearson’s correlation coefficient to test for a bivariate relationship between effectiveness and
leadership sponsorship. I analyzed the qualitative data by coding the key themes. In this
chapter, I offer an evaluation of the findings, potential implications for practice, potential
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implications for research, recommendations for practice, recommendations for further study, and
specific reflections and conclusions.
Evaluation of Findings
Q1. What is the relationship between leadership sponsorship and the effectiveness of
CRMs? The first step in working to understand the potential relationship between leadership
sponsorship and the effectiveness of CRMs was to gauge any potential correlation between the
two variables. Leadership sponsorship was assessed from the leadership and culture portions of
the survey results. Effectiveness was assessed from the organizational performance,
organizational processes, and customer service portions of the survey results. I hypothesized that
there would be significant correlation between CRM effectiveness and leadership sponsorship.
Three hypotheses tests were formed to compare organizational performance, organizational
processes, and customer service to the leadership sponsorship variables. Pearson’s correlation
coefficient was used to test for the bivariate relationship, and overall, statistical significance was
found as there was a strong correlation in each of these tests. Therefore, when reviewing the
correlation of leadership sponsorship and the effectiveness of CRM, I found the survey results
supported a strong relationship between the two variables.
The qualitative portion of the research efforts provided additional answers associated
with this first research question. Aspects of healthy leadership sponsorship were shown to be
consistently entrenched in the fabrics of effective adoption, implementation, and use of CRM
systems. A few themes emerged from the CRM experts that highlighted this leadership
sponsorship and CRM relationship.
The first theme that emerged from the qualitative research effort was connected to
specific roles of leadership being active at different times in the CRM process. Three important
leadership positions that participants identified were the C-suite leader, a mid-level manager, and
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a unique CRM position owner. The engagement and active involvement of different key
positions were reported to make a difference at different times throughout the CRM adoption,
implementation, and usage process. The CRM experts each acknowledged the C-suite leadership
as a primary position associated with the adoption and general acceptance of any CRM system.
All 10 of the volunteers emphasized a CEO, president, or other key executive as the
primary decision maker for adopting the specified CRM system. The early action of requiring
and mandating the usage of the CRM system was a highlighted necessity as to the general
acceptance of the system into the organizational culture. However, only 1 of the 10 interviewees
acknowledged the CEO equivalent position as a frequent user of the CRM system. My
hypothesis prior to the study was that organizations that had engaged C-suite leaders who used
the adopted CRM on a daily basis would prove to be more effective in their usage of the CRM
companywide. Consequently, the research did not show any consistency with C-suite leadership
using CRM outside of simply reviewing reports.
The second identified leadership position was a mid-level manager, who most often
assumed the ownership of the CRM tool. Most respondents identified a mid-level management
position as the primary leader who moved the implementation of the CRM system forward. This
position was most frequently connected to a sales or marketing management position, and the
actions of these identified leaders, more than any other position, were reported to further the
CRM implementation efforts. A number of organizations grew their CRM efforts to the point
that they made hiring decisions to put a CRM owner in place to run the CRM itself. In a few
cases, the mid-level manager changed positions or adopted a specific portion of her job
description to own the CRM system. Additional leadership competencies emerged from these
three positions that developed other themes worthy of note.
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A second theme that emerged from the CRM experts was how valuable it is for the
organization’s leadership to listen to and involve the CRM user in the early steps of the process.
Listening to and involving employees in workplace practices is a proven way for leaders to better
develop outcomes and a healthier organizational culture (Hai Nam & Mohamed, 2011). Seven
of the 10 volunteers worked for organizations that had an identified employee responsible for the
CRM efforts, and all those organizations labeled the involvement of the user (no matter her role)
as an essential step for buy-in and CRM growth. This theme was labeled especially valuable
when launching the CRM effort. It was a developmental step to cultural acceptance of the CRM
and was a labeled strategy for engagement and favorable reception to the change. One CRM
expert said this about her experience,
The system was successfully launched largely because it was built based on the request of
the users themselves and how they interacted with the customers. The focus was on the
employees even more than the managers, and this helped penetrate the culture. What
ended up happening was certain divisions that were not immediately listed to adopt the
CRM started witnessing the successes that were occurring and wanted to use it as well
before they were approached with it in their specific area.
A third identified theme that surfaced surrounding CRM effectiveness was connected to
corroborated efforts for leadership to find ways to incorporate CRM into the user’s daily
workflow. Using a CRM as a separate tool from the systems that the organization members were
familiar with using was an admitted challenge; however, when CRM leaders found a way to
ensure the CRM use for jobs to be complete, then adoption was more likely to be embraced.
Often, CRM leaders would have to be creative to accomplish this effort, and these changes were
another example of a variation that required top-level management approval. However, this was
a theme the CRM experts lauded as worthy because of the advantages associated with the
outcome of a motivated CRM user. One sales and marketing manager said it this way:
It was a challenging start when we adopted our CRM. I (and my employees) felt like we
bought a Porsche engine for a car that wasn’t ready for it. I felt I needed to find a way to
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incorporate the use into my employees’ daily work life. What I did was require their
leads be entered into Salesforce to qualify for their bonuses. This was the best thing I
could have done, and things really took off from there.
Q2. How do leaders encourage the value and use of CRM in their organizational
culture? Both the quantitative and qualitative research efforts addressed this second research
question, and a variety of commonalities surfaced in the findings and results of the mixedmethods research. Expertise and frequent use were required criteria for a volunteer to complete
the survey or participate in a phone interview. The identified candidates supplied a broad
business sampling related to organizational location, size, and type. As addressed in the
qualitative research, a mandate from the highest level of leadership is a great start to encourage
the use of CRM in an organizational culture. This may have been the most direct outcome for
the use of a CRM system in an organizational culture.
The quantitative research also targeted CRM users who had adopted a CRM system at
their organization in the past 2 to 5 years. It focused on questions surrounding leadership,
organizational strategy, organizational performance, organizational values, and innovation. The
themes that emerged from this portion of the study allowed for a broader vantage point on the
organizational culture that each respondent was associated with. Santos and Isaias (2016) rallied
that the definition of CRM included not only CRM as a system but also deeper aspects of the
culture, communication, customer service, and customer satisfaction. Questions accessing
organizational performance indicators, such as revenue growth, market share, profitability,
customer satisfaction, and overall market performance, were a large portion of the quantitative
data collecting effort. Questions integrating performance measures were utilized to better
understand the potential influences of value in the use of CRM in an organizational culture.
Maintaining a focus on the needs of the customer was a high-performing theme that rose
to the top of the quantitative results. Investing in the adoption of a CRM tool is in itself an
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action to promote growth in a customer-centric culture. The results of the respondents’
perception of leadership showed strategically and culturally that they believed their organization
was intentional in its efforts to promote customer service. High marks were also associated with
rewarding the employees for customer satisfaction. The majority of the organization’s leaders
believed their leadership was moving the organization to focus on the customer more than in
previous years.
The next two themes centered on a desire for leaders to offer flexibility of processes and
to stay up-to-date with innovative advances. The assessment of the health of the organizational
culture was chosen as a key quantitative metric because a portion of the research question
addressed organizational culture. To understand the culture better, questions were asked with
metrics associated with organizational strategy, values, and innovation. The majority of
responses to the questionnaire gave high marks to the organization’s commitment to strategy,
organizational value, and innovation. A deeper dive into the data revealed high regard for
leadership to provide flexibility of system processes and for efforts to stay current with
technological advances.
Implications for Practice
The findings of this study have a number of implications for the implementation and use
of CRM in business. First, the impact of active leadership sponsorship in different roles at
different stages of the CRM adoption and implementation process should not be undervalued.
From the decision to adopt to the practical steps of implementation to active daily use, different
leaders had direct influences on the effectiveness of a CRM system. The research did not
consistently emphasize one person as the sole leader and only instigator of the CRM from start to
finish. The research also pointed toward specific leadership actions being vital to the adoption
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and implementation processes. For instance, having a C-suite leader mandate the usage of the
system was a consistent response the CRM experts deemed necessary for CRM acceptance.
Second, CRM acceptance was most often reported in the research when there was
evidence of an inclusive culture of CRM work processes. Healthy results were the outcome
when leaders found ways to involve the CRM user in the early steps of the adoption. Finally, the
level of enthusiasm of the CRM experts toward their adopted system, their own experience of
CRM acceptance, and general CRM penetration in their culture was often tied to the feeling of
support they were or were not receiving from their supervisor. Although direct involvement in
CRM use was not a necessary action for the company leader, it was beneficial to at least have the
feeling of support. Leadership sponsorship at the different levels of management played a role
for the CRM expert who provided the data.
Implications for Research
The results of this study have implications for potential positive CRM influence in
different positions within a business culture. The challenges associated with gaining full
management support is a well-documented weakness in CRM adoption and implementation.
However, specific managerial roles were highlighted as strengths for CRM effectiveness at
different stages in the CRM adoption and implementation process. At the individual level, the
results of this study may inform business executives of the importance of not stopping with the
approval to invest in a CRM system but working to communicate a plan of CRM acceptance.
The results would encourage the organizational executive to go a step further by inserting a
requirement for the parties to use the system in order to ensure all know the CRM is not an
option for use moving forward.
As part of the plan, the executive should seek ways to encourage other CRM leaders that
this is a cultural change that is both supported and expected from the top. Although the
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executive is an important leadership figure, leadership competencies were shown to be extremely
valuable at different positions as well. The CRM system leadership impacted organizational
culture from positions centered in sales, marketing, IT, and various levels of management. There
are often multiple positions within an organization that can influence the effectiveness of the
CRM system through the process.
At an organizational level, the higher-performing CRM-using businesses reported a
culture that had greater focus on customer needs and customer satisfaction. This would infer
additional value in organizations taking the time to encourage a customer-centric culture that
rewards the employees for the attention given to the customers’ needs.
Perspective on Research Study
The aim of the research effort was, first, to first evaluate the relationship between
leadership sponsorship and CRM effectiveness and, second, to assess how leaders can encourage
the value and use of CRM in their organizational culture. There are a few things that personal
reflections on the research would show as strengths and a few things that I would change if I
were to do some form of this research effort again. The focus of these reflections is intended to
include additional connections to the validity, reliability, bias, and limitations of the study. On
the whole, (a) choosing a mixed-methods approach to the research, (b) focusing on specific
candidates with firsthand knowledge in CRM, and (c) being extremely selective in the survey
instruments were some of the principal actions taken to ensure strong validity and reliability and
to protect against researcher bias.
I chose the mixed-methods approach to enhance the validity of the research by using
multiple methods of research collection. The consistency of the findings generated by different
data collection methods also encouraged healthier validity. As previously pointed out, one
reason the validity of the quantitative research instrument can be viewed with great strength was
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the frequent use of the tool by the American Management Association. Reliability was also
reinforced through the results of the detailed measures and testing of the hypothesis. The
qualitative findings allowed for an even deeper dive into the experiences of the CRM experts.
This approach gave me the opportunity not only to acquire correlated data but also to collect
themes from those who had some expertise in CRM and leadership. There was great value in
retrieving both qualitative and quantitative data.
I was primarily concerned with CRM users and experts. Finding these CRM handlers,
though challenging, was an emphasized strength of and celebrated linchpin in the research
efforts. For the quantitative research, CRM users were identified, and for the qualitative
research, CRM user experts were the target market. Having such a healthy sample size was a
definite strength to my endeavors.
The measures associated with both survey instruments included key variables, such as
CRM, culture, performance, leadership, and processes. Although the survey instrument was
indeed a tool that connected with the research questions, if I were to do it again, I would scale
down the number of subquestions used in the quantitative research. As the study progressed, it
became evident that some of what was asked seemed to be an impediment rather than a help as
answers to the research questions were sought. Additional assets were also connected to the
qualitative collection and development.
Before and during the interview research progression, I was attentive to the process with
the goal of minimizing bias. Examples of this included the work I put into being intentional in
staying with the wording of the research tool questions and striving to avoid leading, elaborating,
summarizing, or assuming in an effort to keep from pushing the interviewees in any specific
direction. From my perspective, truer respondent perspectives were collected from the
qualitative research due to the awareness of potential bias traps and the asking of the right
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questions at the right times. The targeted candidates were each clearly informed through the
consent criterion as to the purpose of the research. Nevertheless, the amount of information
provided could be viewed as a limitation to the research. This is not something that should have
been changed, as the purpose in providing so much information was to ensure informed consent.
However, informing the respondents of the intentions of my research efforts could have
persuaded some influence to give additional feedback beyond that of the research questions.
Recommendations for Future Practice
The results of the study led me toward a few recommendations for business leaders as
they plan to adopt, implement, and use a CRM system. First, an initial step in the adoption of a
CRM system is that the leadership should be prepared to mandate the plan of adoption and use of
the system. The CRM experts were very clear to communicate challenges associated with
employees who did not see the adoption of CRM as a clear part of their assigned job. The failure
of CRM implementation is often connected to clarity of goals, ownership, and commitment to
the investment (Krasnikov et al., 2009). The cost of the CRM investment is measured in the
billions of dollars on an annual basis (Simmons, 2015). These facts show that serious leaders
should be aware of the impact of this leadership sponsorship decision if they desire to have CRM
effectiveness.
Second, organizational leaders should be inclusive of the CRM users throughout the
process, especially in the earliest stages of adoption and implementation. Jamrog et al. (2008)
reported a strong influence in higher-performing organizations was leadership practices that
show employees that the organization has faith that their behaviors make a difference. Finally, if
an organization has the desire to take the value of a CRM to the pinnacle, leaders might consider
investing in a business professional with the sole job of managing the CRM. There are
obviously organizations that would either not have the funding or not be strategically aligned to
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invest in an independent CRM resource; however, at the very least, assigning an owner of the
CRM would provide great organizational benefit. Assigning authority of ownership is an aspect
of leadership sponsorship that displays commitment to the effort in an organizational culture.
The evolution of CRM reveals the growth and potential organizations have with an
investment in a CRM system. Still, the challenges and noted failures are ever present, as was
evident from the research and through feedback from CRM users and communities. The
research results highlighted benefits in leaders mandating CRM usage, ensuring inclusiveness
with CRM users in the process, and eventually investing in a CRM position. Although those are
primary pillars that should receive focus, it is my recommendation that leaders take additional
measures to promote effectiveness with CRM implementation, deployment, and daily usage.
Therefore, in addition to those targeted leadership activities, I would also suggest business
leaders consider each of the following actions in their own organizational culture.
Start with the managers. The research promoted a mandate coming from the C-suite
leadership to the entire organization. It is my belief that this should begin with the key managers
who can and should lead the way. Leaders should consider launching the mandate by sharing the
vision with the managers and involving them in the development of the organizational strategy
for CRM adoption and implementation.
Develop the written strategy. Multiple players play a role in reaching goals surrounding
CRM effectiveness. Creating a collaborative written strategy to follow is a proactive action that
should be established.
Communicate early, often, and in multiple ways. Introducing the organizational
adoption of a new CRM tool to a business or company is only a portion of the communication
effort that should be considered. As with any change, the progression, importance, and gravity
of the system use should be communicated throughout the culture to promote acceptance.
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Including CRM advancement points in company announcements, group meetings, and employee
reviews are just a few suggested ways to advance CRM usage in corporate culture.
Promote the team. Most organizations that are willing to invest in a CRM system will
likely adopt the tool for multiple users. Everyone has a role, and promoting the value of each
user will prove useful in the journey toward a culture of CRM effectiveness. The temptation of
CRM work falling into silos is a true opponent to CRM effectiveness. Creating avenues for IT,
sales, marketing, and management to interact about their CRM experiences is a healthy action to
employ.
Remember the influencers. Organizational leaders not only are in management
positions but also spread throughout the culture of a company. Managers will know these
individuals and should be encouraged to find ways to get them involved with the CRM adoption
process. Their acceptance and use could be contagious.
Develop measures. Organizations can benefit when leaders encourage the CRM users to
own their part in the use of the system. The generation of quick short-term wins is a strategy
point to help the cause. However, the development of metrics to decipher success is vital to
CRM effectiveness. It is my suggestion that leaders create a measurable success point to be
placed in employee performance reviews and on CRM dashboards for each applicable area of
work.
Follow up and follow through. The leaders need to encourage ownership and generate
short-term wins. The challenges of change can easily circumvent the adoption and
implementation of a CRM system if leaders do not follow through with their strategy.
Praise users publicly. Employees desire affirmation and praise for their work, and
culture can certainly be influenced through timely and altruistic praise. Developing a way to
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praise CRM users when respectable performance transpires can encourage healthy behavior and
make CRM use fun along the way.
Do not stop being innovative. As the world changes and innovations continue to
progress, CRM is constantly changing too. Leaders who are open to these changes can endorse
flexibility and a new path to progress.
Recommendations for Further Research
Additional research is recommended due to the findings and general limitations of the
study. First, researchers should increase the period of the study to examine organizations that
have had a CRM for more than 5 years. For the purposes of this effort, it was important to limit
the scope and learn more about the adoption and implementation time frames; however, a longer
timeline could be enlightening, as the relationship between leadership sponsorship and CRM
would have more time to develop.
Second, researchers might wish to target individuals who are associated with CRM but
are not so familiar with that system or the process that they would be considered an expert.
Identifying this type of volunteer could give insight into the darker side of the leadership
sponsorship and CRM relationship, which would not have been explored when engaging with the
experts who have given the time and shown explicit commitment to the CRM investment.
Another target market of individuals who should be included in research are the sales and IT
teams who are employed at the CRM companies themselves. Although biases would also be
present, these individuals should be able to provide an expanded view into the leadership
successes and failures they have experienced in their own circles.
Additional research could also be focused on organizations that have hired CRM experts
with the sole responsibility of managing the CRM system. The CRM experts who reported the
company decision to hire an employee to manage the CRM were most pleased with the progress
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that had been made from the decision to adopt a CRM. These individuals could prove to be
worthwhile candidates to interview as a focus group in future research. Finally, more research
should be focused on leadership sponsorship and CRM growth investment. It would be
enlightening to focus on organizations that have started the adoption process but have leaders
who have decided not to continue to advance the system. As technology progresses and CRM
matures with it, more research will continue to be warranted to better understand the cross
sections of leadership sponsorship and the CRM investment.
Conclusion
The broad goal of this research effort was to explore the relationship of CRM and
leadership sponsorship. Two research questions were used in this endeavor. The first research
question asked what the relationship is between leadership sponsorship and the effectiveness of
CRM. The second research question asked how leaders encourage the value and use of CRM in
their organizational culture. The research efforts targeted organizations domiciled in the United
States that had adopted a CRM system in the past 2 to 5 years. A mixed-method approach
pursued CRM users and experts affiliated with these organizations who had been through the
implementation process and experienced firsthand the leadership sponsorship and CRM
relationship.
My hypothesis prior to the study was organizations that had executive leaders commit to
the system and use it frequently would report the highest levels of CRM effectiveness. However,
almost none of the organizational leaders reported having a C-suite executive who was
committed to the daily use of a CRM system. Instead, I found leadership sponsorship was
beneficial from different leaders at different stages of the adoption and implementation process.
The qualitative portion of the study revealed the relationship between leadership sponsorship and
effective usage of CRM is greatly benefited when key leaders act at the right times, when
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organizations involve the user in the CRM processes, and when leaders find a way to incorporate
CRM into the daily workflow.
The quantitative results showed higher-performing organizations that had adopted a CRM
had leaders who provided flexibility in the way the employees do their processes and who were
consistently interested in working to be innovative. The quantitative results also showed a strong
correlation between organizational culture dynamics and organizational performance,
organizational processes, and leadership competencies.
Observed together, the findings from the quantitative and qualitative research showed the
relationship between leadership sponsorship and CRM effectiveness is stronger when specific
leadership positions are engaged in the appropriate things at the right times. The study results
suggested leaders who encourage the value and use of CRM in their organizational culture are
more often leaders who are not afraid to act or require cultural change. The implications for
practice promote leaders who encourage a culture that believes in innovation and the value of
customer needs and customer satisfaction.
The research results showed a supportive organizational leadership environment that
takes steps to develop a culture of CRM support by working to be inclusive in work processes.
The recommendations for practice encourage leadership sponsorship surrounding the creation of
a plan, being inclusive of the CRM users in the adoption process, and eventually looking at the
benefits of taking on a CRM manager with that focus alone. Additional research is warranted to
review organizations that have over 5 years of CRM history, inexpert users of CRM, CRM
positions that have been created for the sole purpose of managing the system, and leaders
associated with organizations that have experienced CRM failure. Organizational performance
and CRM performance benefit from active leadership sponsorship, which is invaluable to the
development and growth of CRM effectiveness.
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Appendix C: Background Information on Interviewee
Date: _____________________________________________________________
Name: ____________________________________________________________
Organization Name: _________________________________________________
Size of Organization: ________________________________________________
Type of Organization: ________________________________________________
Tenure at Organization: _______________________________________________
CRM Adoption date: _________________________________________________
1. What CRM system do you use, and what is the story of how you came to your
organization?
2. On a daily basis, how often do you use CRM systems?
3. Which tools do you use?
4. For what purposes do you use each system?
5. How do you use CRM systems to interact with customers/other employees in your
organization?
6. When you come up with new ideas and suggestions, do you share them with others?
How? Are there any systems or applications (e.g., discussion forum on the intranet)
available for that purpose?
7. Do you share your customer experiences with others? How? Are there any systems or
applications (e.g., discussion forum on intranet) available for that purpose?
8. In your opinion, what are the strengths and weaknesses of your organization’s current
CRM systems in regard to customer knowledge creation opportunities, analytical
capabilities, collaborative capabilities and operational capabilities?
9. Are there any barriers to more effective use of the systems (e.g., technical barriers,
cultural barriers, lack of skills)?
10. Is there anything else you would like to share about the leadership, adoption,
implementation, or use of CRM systems at your place of work?
Leadership follow-up questions: ___________________________________________
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Appendix D: Coding Matrix
Q: What is the relationship between leadership sponsorship and the effectiveness of CRM?
Theme
Involved leadership
positions

Successful adoption and
implementation actions

Category

Evidence

CEO / C-suite

“The CEO made the final decision and
approved the final verdict agreeing to pay
for the CRM.”

Sales/marketing
manager

“The director of sales manages the sales
team making sure they use the CRM system
so that the sales reports are prepared and
analyzed.”

IT manager

“The IT manager was involved initially, but
there was some hesitation as they were
involved in the previous CRM. They helped
set some of it up in the first year, but now it
is ‘her baby’ and they only go in to shut
down the account of those that leave the
organization.”

CRM manager

“I work for a large technology company and
I am the senior CRM administrator. My role
is to manage the CRM system and help
different departments implement usage in
their assigned area.”

Mandate of usage
from C-suite

“As relates to leadership, if they don’t use it,
it won’t be adopted, and people will fall
back into their old habits. A mandate is
necessary. It isn’t a matter of being forced,
but it is important to set the standard.”

Involve the CRM
users in the
implementation

“The system was successfully launched
largely because it was built based on the
request of the users themselves and how
they interacted with the customers. The
focus was on the employees even more than
the managers, and this helped penetrate the
culture. What ended up happening was
certain divisions that were not immediately
listed to adopt Salesforce, started witnessing
the successes that were occurring and
wanted to use it as well before they were
approached with it in their specific area.”
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Theme

Barriers to effective
usage

Category

Evidence

Assign specific
owner

“In the long run, I know that having a
position like mine (one that has the specific
duty of managing the CRM platform), and
this position is pushed from the key leaders
of the organization is a plus.”

Previous
unsuccessful
implementation
efforts

“The main barrier was that the rollout of
Salesforce occurred once before I arrived.
The new CEO also heard quite a bit of
pushback on it even before the mandate. I
think it was imperative that he hire someone
specifically tasked with the job of
implementing it because, in talking with
others, there was no real leader to help get it
going when the initial rollout failed, and we
went with other things.”

CRM is not cohesive “The main barrier is that it doesn’t speak to
with other
the other systems we use at our
organizational
organization.”
systems
Cultural change

“Reluctance and unfamiliarity. People are
busy and don’t want to take the effort to
learn the new system.”
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